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EXECUTIVE SUMMARY 

The executive summary reflects the major fmdmgs and recommendat~ons drawn 
out of the report of the mld-term evaluatron 

The umbrella grant IS a valuable model for grant-making withm South Afr~ca 
IMSSNPMU, In consultation with USAID, has developed an appropriate 
implementat~on plan that IS giving expression to the spirlt of the co-operatwe 
agreement The nine sub-grantees are broadly benefttrng from the process of 
involvement In the grant 

Specif~c flndings and recommendat~ons are as follows 

The select~on of the priority sector for fundmg was well executed and local 
government has proved to be an approprlate focus area 

The solrcltat~on of proposals, Issuing of the Request for Application (RFA) and 
awarding of grants was well conceptualtsed and ~mplemented Delays In the 
process related to the development of approprlate tools and mechanisms and 
the recerpt of approprlate proposals The dual emphasis on programmatic 
coherence and instrtutlonal capacrty reflects the emphasis of the USAID 
programme The implementation plan workshops, although not prev~ousfy 
planned for, were essential In ensurmg coherence of proposals and 
implementation plans 

The provision of technical assistance and training IS a core element of the 
programme and has been prloritised by the PMU The demands placed on 
the PMU for assistance are sign~flcant, reflecting gaps in instrtutronal capaclty 
rn the sub-grantees Assrstance w ~ t h  regards to fmanc~al systems has been 
particularly helpful The training plan reflects organisational needs but may 
not In fad capture all requirements, partly due to the fact that the tnstrtutional 
assessment used durlng the awardmg of grants process did not include a 
deta~led needs assessment It rs recommended that, in lrne wrth actrvrtres 
identrfred In the workplans and the stated oblectrves o f  the sub-grantee 
workplans, the PMU should conduct a revrew process to assess whether or 
not key capacrty-burldrng Issues of  sub-grantees are berng addressed In 
addrtron, the trmrng o f  courses currently rncluded m the trarnrng plan should 
be reconsrdered 

F~nancial mon~torlng and reporting systems have been put In place In the 
PMU and sub-grantees Generally reporting IS good, although weaker sub- 
grantees tend to m~sunderstand components of the system Sub-grantees have 
requrred srgnrf~cant capaaty-bulldmg w ~ t h  regards to f inancral management 
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In terms of expenditure, sub-grantees are only In the lnrtlal phases af 
programmatic ~mplementatlon, but already ~t is  clear that certa~n lme Items 
are not suffic~ently budgeted for It IS recommended that when 
rmplementatron plans of sub-grantees are revrewed, careful attentron shouM 
be placed on ensurrng that budgetary lrne rterns reflect activitres outlrned IFI 
the plans Specrfrc attentron should be placed on the travel lrne Item and any 
addrtronal items that would support programmatrc rmpact S~milarly, w~th 
regards to the PMU, ~t I S  suggested that attention is paid to spec~f~c line Items 
such as travel and TA and tralnrng 

0 Ass~stance with regards to monitoring and evaluat~on (M&E) is a core 
component of the programme M&E plans have been put In place for all sub- 
grantees and reporting IS takmg place accord~ng to them ln~tral problems 
w ~ t h  reportmg appear to have been sorted out The nature of the ~nformatlon 
being captured needs to be exammed It 1s recommended that CAll should 
ensure that the additional tools required, (e g for facrlrtators/fieldworkers) to 
capture performance related rnformation and to record rmportant data on 
actrvitres such as workshops, are rn place In thrs regard, CAll shodd 
examrne the tools/mechanisms that sub-grantees are using to assess the 
quality of therr trarnrng materrals, the effectiveness of the train-the-tramer 
process and the effectrveness of the trainrng of benefrciarres 

Traming on M&E has been undertaken, w ~ t h  some areas of difficulty bemg 
experienced due to d~ffermg expectations of the tralnlng process It is 
recommended that CAll should undertake further trarnrng and capauty 
burlding rnitratives wrth sub-grantees (rncludrng facrlrtators who work drrectly 
with beneficiaries) to deal wrth the followrng 

Improving the qualrty of the M&E reportsloptrmizrng the use of M&E 
tools In partrcular the capturrng of qualrtative information through 
the narrative framework and the capturing of rnformation from 
workshops and consultatrve sessrons 
Ensuring that sub-grantees fully understand the database and what 
data they are expected to capture 

0 The M&E database for the programme is in the process of belng final~sed, 
after some in~tlal concerns about its status and design It IS  recommended that 
CAI1 should operationalrse the database in order to ensure the followrng 

Easy and drrect access to database 
Sub-grantees fully understand the database (data frames) and what 
data they are expected to capture 
Assessment of the current database and whether rt meets the 
requrrements of baselrne data If not, CAll needs to generate 
mechanrsms to capture the necessary baselrne data as thrs wrll be 
crucral to the frnal evaluat~on In thrs regard, the need to capture data 
regardrng rnstrtutronal capacrty (structure, management 
systems/processes, staffing levels, existrng prolects, s k W  
competencies and products) prror to awardrng of the grant to sub- 
grantees rs crucial 
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e Capturrng of rnformatlon regarding technrcal assrstance provided to 
sub-grantees and how thrs has contrrbuted to rnstrtutronal burldrng 

0 Capturrng of rnformatron on trarnrng provrded to sub-grantees and 
how thrs has contrrbuted to rnstrtutron burldrng 
Capturrng of the rangeltypes of matenals developed 
Capturrng of the numbers of benefrcrarres trained, broken down by 
stakeholder grouprng (e g councrlor, youth leader etc) 
Capturrng of qualrtatrve data In thrs regard, r t  rs recommended that 
CAI/ get assistance from experts rn the field who have created data 
frames usrng quahtatrve data 

The M&E funct~on IS not berng clearly mtegrated mto the overall programme 
des~gn, creatmg some drfficultres In terms of coordmat~on and mformation 
sharmg between the two part~es It rs recommended that the project rnonltor 
should be appornted as a matter of urgency so as to address the current gaps 
whrch exrst rn terms of M&E being centrally rncorporated rnto the project 
management process CAll needs to Identify a spec~frc timeframe in terms of 
when thrs wrll be done 

The development of the Integrated Dispute Resolut~on System has not 
rnvolved monrtoring and evaluat~on as an rmportant component I t  IS 

recommended that proper mechanrsms for CA// to actlvely monitor the lDRS 
process be defined 

The PMU management system and execut~on of functions IS found to be 
effective and eff~c~ent 

PhaU ach~evement agarnst workplan objectives 

In terms of ach~evement agamst workplan objectrves, the PMU has 
undertaken most actrvltres outlmed to date, and have dealt wlth the delay 
caused durmg the grant-makmg process The short perrod of the grant places 
srgnif~cant pressure on sub-grantees to perform and therefore the PMU should 
be rn a posrtlon to constantly assess the nature of support required, to 
facllrtate achrevement of programmatic objectrves 

Comphance with USAlD programmatlc and financtal standards 

Compl lance w ~ t h  USAiD programmatrc and fmancral standards IS rn place A 
constructrve workrng relationshl p exrsts between the partres 

> Sub-grantee management of programmes 

o Generally delays have been exper~enced In the rmplementatron of sub- 
grantee plans due to an underest~matron of the complex~ty of the local 
government sector There IS a lack of clear plannrng w ~ t h  regards to tram-the- 
trarner processes The process of negotiating amendments to contracts IS 
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dlfflcult for weaker organ~satlons It IS recommended that sub-grantee pkns 
need to be revrewed now that there is a greater appreciation of the reaiw of 
the local government sector Thrs needs to be done in conjunctron with the 
application for further fundrng not lust on the basis of responding to an 
unplanned for need, but must be pre-emptrve for the duration of the grant 
This includes respondrng to the plethora of needs expressed by commumQes, 
whrch often do not fall wrthrn the scope of the IMSSA brief Strategy needs to 
be determrned as to how the extraneous rssues need to be dealt wrth 

Institution Building 

The structures, processes and systems of the PMU are appropriate for the 
nature of the work bemg undertaken Staff have ~dent~fied where area of 
capacity building Ire but generally the members of the PMU are highly skdled 
and effectwe In their work 

The role of the PMU rn capturing the knowledge and ~ntellectual capttal 
developing from the programme I S  unclear it is recommended that the PMU, 
in discussron wrth sub-grantees, should defrne a clearer process for 
integratrng new learnmg and capturrng rt rn a form that wrll make ~t 
accessrble to sub-grantees and the broader community On therr part, sub- 
grantees need to rndrcate level of wrllrngness to share informatron and work 
in a co-operative manner 

IMSSA has benef~ted as an organrsation from the awardrng of the grant, both 
at the level of strategic engagement and through Improved systems The PMU 
staff have played an Important role rn thrs regard 

The rnst~tutional assessment tool was not mtrally designed to produce 
basel~ne data for the project In addrtron, ~t lacks coherence and confuses 
Issues of general organisat~onal capac~ty with specrfic capaclty relatrng to the 
management of the sub-grant It was not systematicall y I mplemented across 
the two rounds of RFAs It IS recommended that the rnstrtutional assessment 
tool needs to revrsed as a matter of urgency Thrs should be done m 
conjunctron wrth specralrst expertrse in the area of organrsatmnal 
development audrting The PMU and CAI/ should plan another round of 
rnstitutronal assessments wrth the specific view to 

establrshrng proper baseline rnformation (even rf the current status 
rncludes new capacrty that has been burlt subsequent to the grant- 
this can be captured) 
establrshing the match between current capacity and the 
existrngkhanged rmplementatron plan (the followrng 
recommendation has to be read rn relation to the recommendatron 
on revrsrtrng rmplernentatron plans 

The umbrella grant has ass~sted In bu~ld~ng capacity In certarn regards tn the 
sub-grantees However, a range of add~t~onal areas of capac~ty buddmg 
require attention, some of which fall within the scope of the programme and 
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others whrch are the responsib~lity of the sub-grantees themselves It is 
recommended that sub-grantees need to be proactrve rn the burldrng of therr 
capacrty and should not merely wart for the rnrtratrve of the PMU Trarnrng 
programmes that are valuable or trarners who are excellent, need to be 
recommended to the PMU and to fellow sub-grantees that may have the 
resources to contract in the benef~t In short, sub-grantees have to take 
responsrbrlrty for therr own capacrty burldrng whrle utrlrs~ng the support 
made available by the PMU 

Rev~ew of sub-grantee implementat~on plans needs to take into account 
broader issues relatmg to the Impact of thelr programmes It 1s recommended 
that part of the revrew of the rmplementatron plans is to burld rn the 
valuable processes (rncludrng the development of systems, procedures, 
executrve counselrng or other) that unfold rn the process towards capacrty 
burldrng The preoccupatron wrth trarnrng (even though required by the 
brief) must be located rn a broader context of value addng processes and 
actrvrty that all sub-grantees are engagrng The impact made rncludes the 
value added processes along the way, the krnds of support (even small or 
seemrngly rnsrgnrfrcant), the rn-depth ~nteractrons that prove to be of great 
help at the end of the day and the rnterventrons needed in what may seem 
to be mundane rssues These all add up to what the sub-grantee may mean 
to the benefruary at the end of the day 

Sub-grantees need to pay serious attent~on to the sustainability of their 
programmes and organisations after the completion of the sub-grant The 
PMU should assist with appropr~ate capacity-building and the development 
of strategies It is recommended that the focr of the IMSSA rnterventron rn this 
regard should be on the followrng 

Asslstrng the sub-grantee formulate a vrable sustarnabrlrty strategy 
framework through an organrsatronal development rnterventron 
process fhrs has to focus on short to long term actrvrtles that need to 
be undertaken 
Identrfymg further capacrty burldrng needs rn helprng to ensure the 
operatronalrsatron of the above-mentroned framework, focusrng on 
the most salrent needs to be addressed and drawrng sub-grantees 
together where therr needs are the same The stronger organrsatrons 
wrll drffer rn their needs and may need a separate programme 
Organrsrng a workshop for all sub-grantees to facrlrtate a sharing of 
rdeas and in partrcular, explorrng the dea of partnership formatrons 
and lornt tenderrng where feas~ble 

L~ttle ev~dence of programmat~c Impact currently exrsts, even w ~ t h  regards to 
the two sub-grantees on board for a longer per~od of tlme 
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Frnal Evaluatron Issues 

Increased commun~ty mvolvement In confl~ct management processes needs 
to be considered in the fmal evaluat~on In order to do th~s, baselrne data rn 
the form of a detarled community profde needs to be collected The baseline 
stud~es need to be conducted as soon as poss~ble, and then the informatron 
mon~tored on a monthly bass 

An impact assessment with regards to the reductton of conflrct w h n  local 
government and cornmunltles needs to be included in the fmal evaluat~on 
Th~s proposal takes into account the complex nature of conflict and the short 
period of the grant 

Pos~trve and negatwe results of the programme both need to be captured 
Examples Include the train~ng-of-trainers programme and the manner in 
which sub-grantees handle Issues relatmg to ownersh~p of intellectual cap~tal 
arlslng from the cornmun~ty ~tself 

Other Impact issues rnclude 
The extent to wh~ch the profile of sub-grantees has been built 
In cornmun~t~es 
The manner In wh~ch the umbrella grant compares to both 
s~m~lar and d~ss~rn~lar programmes 
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SECTION ONE: INTRODUCTlON TO THE REPORT 

1 1 Background to the USAID process 

The United States Agency for International Development (USAID) IS an 
mdependent government agency rnvolved in providmg foreign assstance and 
human~tarian a ~ d  to selected countries in h e  w ~ t h  the pol~tical and 
economic priorities of the United States 

In order to ensure that ~ts grant-makmg programme was in line with broader 
politicai, economic and social changes within South Africa, USAlD embarked 
on a rigorous process of review and consultation, in order to develop a re- 
al ~gned programme of action 

The choices for the programme were mfluenced by the following factors 
the Agency's strategies for sustainable development, and Agency and 
Afr~ca Bureau guidance, 
sector assessments and consultations, 
experience wlth past programme areas, 
Congress~onal interest areas as represented by legislative or budgetary 
earmarks or targets, 
the Mission's judgements concernmg its ability to ach~eve results given 
11 kely resource constraints including programme budgets, staffing and 
operational budgets, 
relative focus of other international donor programs, 
opportunities for appropriate support of South Africa's priority areas, 
extenswe, Interagency and Congress~onal consultations, and 
comparative advantage' 

USAID1s review and approval of the South African M~ss~on's March 1993 
Concept Strategy Paper, reaff~rmed a focus on political, soc~al, and economlc 
empowerment of the disadvantaged majority population Specific areas of 
mtervention ~dent~fied included community development, human r~ghts, 
democracy, basic and higher education, health, private sector development, 
and shelter and urban services provision 

The Mission's rethinking of its portfolio involved extensive and structured 
consultat~ons with customers and partners These consultat~ons served to 
ground the strategy by ensurlng its relevance to South Afr~ca and conflrmlng 
the vahdity of its development hypotheses The establishment of the U S - 
South Africa Bi-national Comm~ss~on, aiming at foster~ng linkages and good 
relations between the two countries, served to support the programmatic 
direction belng formalised in the selected goal of the Mission 

' USAlD homepage, www mfo usa~d gov 
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In terms of the adopted strategic plan, covering the period 1996-2005, the 
stated mission goal of USAlD i s  support for sustainable transformation The 
strategy i s  a "graduation" or "completion" strategy There is a general shift rn 
the strategy's emphases over the ten-year perrod Programmes focused on 
sustarnable sectoral transformatron of the private sector, housmg, and health 
w ~ l l  be completed by 2000 to 2003 After this, the program will concentrate 
on sectoral transformation In education and structural transformation in 
governance and economic policy designed to ensure an envrronment for 
long-term development and growth In terms of the programme, sustainable 
transformation wil l have been achieved when, 

"South Afrrca 1s at the pornt where democracy is suffrcrently 
consolrdated, basic systems and polrcres for socrd service delivery In 
educatron and health are movrng from bemg fragmented to berng 
unrfred, and instrtutrons are establishrng mechanisms so that the 
hrstorrcally drsadvantaged and prevrously drsempowered women and 
men partrcrpate In, contrrbute to, and benefrt from the development 
o f  South Afrrca " 

The sub-goal of the programme is politrcai, social, and economic 
empowerment, focusmg on the empowerment of prev~ousiy disadvantaged 
individuals 

The South African Mission goal and sub-goal are captured in the six strategic 
objectives of the programme 

Democratic mstitutions strengthened through civil society participation 
Transformed educatron system based on equity of access and qua1 ity 
More equitable unified sustainable system delivering integrated PHC 
services to all South Africans 
Improved capacity of key government and non-government entities to 
formulate, evaluate and I mplement economic policres 
Increased access to fmancial markets for the historically disadvantaged 
population (HDP) 
Improved access to envrronmentally sustainable housrng and urban 
services for the HDP 

All programming undertaken by USAlD falls withm the arena of one of the 
six strateg~c objectives 

As a donor organisation, USAID works through a number of mechanisms by 
which it disburses funds in line with its strategic objecttves These are as 
follows 
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Contract 
Awarded through a tendering process (Request for Proposals) to an 
organlsation which then performs services on behalf of USAID, e g the 
conducting of mon itoring and evaluation processes 

Co-operatwe agreement 
Agreement in which USAID designs a programme which 1s then 
implemented by a contracted party USAID maintains a high level of 
involvement 

Grant 
Involves the allocation of funds to an organisation (usually an NGO) to 
undertake programmes designed and developed on its own USAlD has 
limited involvement in programme design, but does require the undertakmg 
of an evaluation 

* B~lateral Agreement 
Involves govern ment-to-government support 

Historically USAlD has made use of contracts, grants and government-to- 
government support In South Afr~ca USAlD has now re-conceptualised its 
grant makmg strategy and is piloting the umbrella grant Essentially the 
umbrella grant is a co-operative agreement through which the donor agency 
provides funding to an intermediary body wh~ch is then in turn responsible 
for all sub-granting and grant management activities in relation to non- 
governmental organisations (NGOs) and community-based organlsations 

The motivation for adopting this approach is that over the past years USAlD 
has been dealing directly with a large number of NGOs The extent to which 
sufficient support could be given to each grantee, especrally In cases where 
extenswe support was required, was in question This reality, together w ~ t h  
successful examples in other countries of utdising inter-mediar~es, convinced 
USAlD to pursue the umbrella grant princ~ple in South Africa The umbrella 
grant allows USAlD to remain involved with key dellvery agents at a 
community level, while building the capacity of a local organisation to 
directly manage grants 

USAID elected to pilot the concept with~n the arena of Strategic Objectwe 1 
"Democratic Institutions Strengthened through Civil Society Participat~on", 
focusing on building the capacity of organtsations to strengthen processes 
and mechanisms that faci litate the addressing of confl ict and violence 
through mediation, negotiation and conflict resolution 
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1 2 Nature of IMSSA's engagement 

In order to appoint the umbrella organrsation, USAlD conducted a 
corn petrtrve brdding process, of which the Independent Medration Servrces of 
South Africa (IMSSA), in conjunction with Creatrve Assocrates International 
Inc (CAII), as a sub-contractor, was the successful tenderer 

IMSSA is an NGO, establrshed rn 1984, and focusrng on conflict resolution 
and facihtatron of developmental inrtratrves The programmatrc focus on the 
organrsatron has five components voter education for natronal, local and 
regronal electrons, elections and ballotrng servrces, communrty and conflrct 
resolution, industr~al dispute mediation and arbrtratron, and the trarnrng of 
dispute and conflict specialists2 

As an NGO rtseif, IMSSA recognised the need for explormg new avenues to 
secure rts own sustarnabrlrty as well as that of other NGOs rn the sector It 
believed that it could make a vital contrrbutron to the field of conflrct 
resolutron and mediation by supportmg and strengthenrng other South 
Afr~can NGOs workrng in thrs freld, while bu~ldrng new capacrty and 
developrng new skills in-house 

The contract between USAlD and IMSSA was srgned on 8 October 1996, to 
the value of $3,000,000 In order to effectrvely manage the grant, IMSSA 
established the Project Management Unrt (PMU), as a discrete, but integrated 
unit wrthrn IMSSA Composed of a Head, Accountant, Technrcal Support 
Advrser and Admrn istrator, the PMU has drrect lr ne management 
responsr bi l rty to IMSSA's National Dlrecto?, whr ie a specral su b-commrttee 
deals with grant recommendatrons 

The PMU has three primary responsibilrties, or~gmally defrned as follows 

Managrng the granting of funds to NGOs / CBOs working In the freld of 
conflrct management and drspute resolution 
Developing and rmplementing effectwe capacity burlding programs for 
the sub-grantees In the implementation of their program actrvitles in the 
conflrct resolution sector A2 
Provrding technrcal support and training for the sub-grantees where 
needed 

IMSSA resrsted takrng responsrbility for the second responsrbility noted above 
and, after negotratrons, USAlD agreed to redefine it as effectrve capaclty 
buildmg of sub - grantees in moving towards sustarnabilrty The reasons grven 

' Sect~on 2 2 2, Attachment 2, IMSSA contract w~ th  USAlD 
3 Sectron 2 4 1 1, Attachment 2, IMSSA contract wrth USAlD 



IMSSA MID-TERM EVALUATION PROCESS -  AD^ 1998 

for need to change the emphasis was that within the short time period of the 
grant, sustarnabil~ty of organisations could not be a reasonable outcome by 
wh~ch to measure IMSSA's performance 

In order to ensure that clear outcomes were defined for the programme, the 
followmg results framework was developed and agreed upon through a 
process of negotiation4 

I Democrat~c lnst~tut~ons Strengthened through Civd Soc~ety Partlapation I 
I Strengthened capaaty to prevent, manage and resolve democracy I 

threatenrng confijct 
lnd~cators 
1 Increase in IC1 scores of USAID-supported conflict management 

1 2 Number of people tra~ned in CSOs in methods and mechanisms of I 1 conflrct medration and management I 
3 Number of functioning statutory mediation structures at provinclal and 

local level 
A 

Sub-IR 1 3 1 
Strengthened conf ict management 
institutions ~mpacting on national, 
provincial, local and commun~ty 
Issues 

Indicator 
1 Number of ~nstitut~ons provided 

with technical assistance and 
support at national, provinclal, 
local and community level 

Sub-IR 1 3  2 
Increased community invotvementl 
engagement in the conflict 
management process 

Indicators 
1 Number of community members 

trarned in conflict mediation skills 
2 Number of commun~ty-based 

(non-statutory) d~spute resolution 
systems established 

3 Number of community members 
participating in d~spute resolution 
fora 

The focus of the umbrella grant is therefore on budding the capactty of local 
organrsations to make strategic interventions into the area of conflict and 
dispute resolutron 

The contract between iMSSA and USAID outlines a number of key activities, 
forming part of the rmplementation plan 

Performance Monltormg Plan 
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Consuitations 
Core Reference Group 
Research on Pr~or~ty Funding Areas and Trends In the sector 
Sol~crtatron of Appl~catrons 
Advert~smg of RFAs 
Assessment of RFA Proposals 
Award of SubGrants 
Adrnrnistratron of Sub-Grants 

More detailed analyses of each of these wrll be undertaken in the relevant 
sub-sect~ons of Section Three 

1 3 Location of the Mid-term Evaluation 

Through the sub-contract referred to above, all monr toring and eval uat~on 
components of the grant are managed by CAI1 

A contract was s~gned In Apr~l 1997 between CAll and IMSSA The follow~ng 
tasks were outlmed 

Develop monrtormg, reportrng and evaluat~on Instruments ~ncluding all 
necessary tools, ~nd~cators, survey protocols and reportmg forms 
Tram IMSSA and sub-grantees rn the use of the above tools 
Develop monrtormg and reportmg plans for IMSSA.PMU and each sub- 
grantee 
Collect and mamtaln base h e  and mon~tormg mformatron on each sub- 
grant 
Report to IMSSNPMU at mtervals to be agreed In the workplan but no 
less that on a quarterly bass 
Conduct a rn~dterm project evaluat~on ~ncludmg report 
Conduct a fmal project evaluation includmg report 

In terms of adrvlty 4 5, as outlined In the PMU workplan, CAI1 IS respons~ble 
for condudmg a mrd-term evaluat~on of the programme, to assess the manner 
In wh~ch grant-makmg has been undertaken, the extent to wh~ch capacity 
buddmg at the level of sub-grantees has taken place and the potential for 
~rnpact at the commun~ty level to be achreved 

The followmg report reflects the frndmgs of the mid-term evaluatron process 
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1 4 Outlme of the Brlef (MI$-term Evaiuatton) 

The purpose of the m~d-term evaluat~on IS to assess areas of performance, 
captured w ~ t h ~ n  four broad areas 

Effectrveness, t~meliness and appropriateness of the processes that 
IMSSA's ?MU has put In place for grant mak~ng and management, 

e Effectiveness and approprlateness of IMSSA's plannmg for, and 
~mplementat~on of, tram~ng for sub-grantees and its own capacity 
bur ldrng, 

0 The extent to which the capacity bu~ldmg prov~ded has ass~sted the sub- 
grantees In ~mplementmg their programmes under the umbrella grant, 

e The degree to wh~ch the programme is hkely to ach~eve impact In 
establ~shmg and bolstering conflict resolut~on mechanisms at community 
level 

The deta~led br~ef of the evaluat~on team consists of the followmg areas of 
Inquiry 

> Grants Makmg and Management for Local Government Confhd 
Management and Resolutmn 

Assess the degree to which IMSSA and its contractors have been effectwe 
In all areas of grants management ~ncluding 

Selecting priority sector for funding 
* Award~ng grants 
* Provrdrng technrcal assistance (TA) and trarnrng to grantees 

Monrtoring and evaluatron 
e Fmancral rnonrtoring 

The PMU's ach~evement agalnst ~ t s  work plan object~ves 
To what degree has grants management through the umbrella grant met 
USAID'S standards of programmatic and financ~al accountab~l~ty? 
Assess sub-grantee management of the1 r programmes, and the1 r overall 
performance 

CAII, 'IMSSA Umbrella Grant Mid-term Evaluat~on Scope of Work', pgs 3-4 
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Organ~satlonal Strengthen~ng and Susta~nabllrty 

Were the areas selected for rnst~tut~onal strengthentng appropr~ate areas 
for ~ntervent~on? How has staff tralnlng In these areas contrtbuted to 
mst~tut~onal strengthenmg? 
Assess the relevance, trmmg and quahty of the tralnrng and TA prov~ded 
for IMSSA staff and for sub-grantees In what way was the trarnrng and TA 
part~cularly successful, and how could ~t be ~mproved? 
To what degree has the tra~nmg prov~ded IMSSA and sub-grantee staff In 
confl~ct management, fac~lrtat~on, negotlatron and drspute and process 
desrgn rncreased therr capac~t~es rn these areas7 How has this rncreased 
capac~ty been demonstrated? 
To what degree has the umbrella programme contr~buted to promotmg 
IMSSA's organ~satronal programmatlc and financral sustamab~lrty? 
Based on assessment of program ~mplementat~on and results to date, to 
what degree is the umbrella programme and IMSSA's technical support 
l~kely to contr~bute to promotrng sub-grantee organ~satlonal, 
programmatlc and ftnanc~al susta~nabhty? 

Prograrnmatr c l mpact 

Based on programme ~mplementat~on to date, assess the degree to wh~ch 
the umbrella grant programme has been successful In developrng 

Sustamable models for ~dent~fyrng confflct management and drspute 
resolutron needs 
lncreasr ng understandmg among local government and communrt~es 
of respective roles and responsibrl~t~es 
Effectwe and sustamable model for d~spute resolutron systems w ~ t h ~ n  
local government and communltres 

> Fmal Evaluation Impact Issues 

Cons~der whether, given the current drrect~on of the programme 
These Issues are appropr~ate for cons~deratlon rn the fmal evaluatron 
What basel me, data collect~on and add~t~onal monltorrng wtl I be needed 
to track them7 
What other rmpact Issues should be cons~dered durrng the fmal 
evaluat1on7 

What ev~dence ex~sts that the programme, and part~cularly the d~spute 
resolutron systems arrsr ng from it, has rncreased commun~ty mvolvement 
rn conflrct management processes? 
Is there evrdence that the programme has been successful In reducmg 
confi~ct among local government and commun~t~es? 
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Have there been other posltlve results of the programme, such as 
improved local author~ty servlce provision? Have there been negatrve 
results? 

9 Organrsat~onal strengthening and sustamability relevant to sub-grantees 
and the PMU 

P Fmal evaluat~on impact issues 

f 5 Composlt~on of the evaluatlon team 

An evaluation team of four persons was contracted to undertake the above 
mentioned assessment accordlng to the brlef The evaluat~on team comprises 
of the following sk~ll arenas 

Local government expertlse represented by Glenda Wh~te 
e Evaluat~on specialtsation, represented by Shaun Samuefs 

Grants management expertise represented by Yves Wantens 
Methodology expertlse represented by Gary Moonsammy 

The team has combmed ~ts resources and expertise to fulfil the br~ef as 
outlmed above The evaluation team will provlde an objective assessment of 
~ ts  f~nd~ngs and wdl put forward recommendat~ons that will ass~st the PMU, 
its sub-contractor and ~ts sub-grantees In reflning exlstlng interventions and 
processes 

1 6 Contents of Report 

The research methodology appl~ed is reflected in Section Two of the report, 
lncludlng the process of lnvestlgation followed and the sampllng frame 
developed The find~ngs, analysis and recommendations are syntheslsd rn 
Sectron Three, according to the areas outllned In the brief (see above) Frnal 
evaluat~on Issues are contamed in Sect~on Four 

lndlvidual sub-grantee reports are attached as dlrect appendices to the report 
The evaluat~on Instrument, list of people ~ntervlewed, curr~culum vttae of 
team members and blbhography of sources consulted are also ~ncluded as 
appendices Add~t~onal key documentation IS Included in Volume Two of the 
report 
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SECTION TWO- APPROACH AND METHODOLOGY 

Sectton Two outlrnes the purpose of the rnrd-term evaluatron, the conceptual 
framework underp~nnrng the approach and the evaluation methodology 
selected as approprrate to achrevrng the arms of the process 

2 2 Purpose of the evaluat~on 

In desrgnrng and selectmg the methodology, the evaluatron team defrned the 
purposes of the evaluation as follows 

To evaluate the PMUJs organrsatlonal capacrty to manage the programme 
effectively 
To evaluate the approaches, scope and objectrves of IMSSAJs factlrtated 
rnterventron 
To evaluate the Impact of the project agarnst the outcomes deterrnrned by 
IMSSA 
To rdentrfy the strengths and weaknesses of the programme 
To evaluate the extent to whrch IMSSA through the umbrella grant has 
contrrbuted to enhancmg the capacrty of the sub-grantees 
To make recommendations that wrll assist the organisation to rmprove its 
rnterventrons so that it can be implemented successfully and for the 
optrmal benefrt to the targeted groups 
To rdentrfy Issues to be rncluded rn the frnal evaluatron 

2 3 Conceptual framework 

In light of the rdentrfred purposes of the evaluatron, the conceptual deslgn of 
the process was based on three key prllars, reflectmg organtsatronal 
functioning These include the followrng 

Programme 
Resources 
Impact 
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Th~s IS dlustrated below 

I RESOURCES 

The three components are dynam~cally inter-lmked and inter-dependent 
Essentrally the programme component responds to identifled needs and 
formulates strateg~c objectwes (~ntent~ons) that are real~sed through actlv~ty 
w ~ t h  correspondmg key results Resources, on the other hand, refer to 
human, fmanc~al, mfrastructure and other that represent the mputs needed to 
activate the programmes The combmat~on of resources and programmes 
effecttvel y deployed ensure that the planned I mpacts are real ~sed 

The above ment~oned conceptual framework was used to form the bas~s of 
the evaluat~on ~nstrument design, analysis and the formulation of 
recommendations 

2 4 Methodology 

Before undertakmg an evaluation of any programme ~t is ~mportant to obtam 
as much mformation about the programme as possible Some Issues to be 
addressed are 

the projects' conceptual~sat~on, aims and des~gn 
the ~mplementat~on of the project 
the projects' util~ty and Impact 
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2 4 2 Methods of evaluat~on 

The frrst method of evaluat~on utdrsed was Planning Evaluation The purpose 
of the plannmg evaluatron was to develop an understanding of the 
programme's goals, the admmstratron of the fac~ l~tated ~nterventron, the 
strategres employed to ~mplement thrs rntervention, the t~rne-frames, the 
target groups and the core and specrf~c outcomes of the rntervention In using 
th~s method the evaluators began the process of descr~brng the major goals of 
the IMSSNPMU programme, the actwt~es, the part~crpants, the major 
stakeholders, the resources, the t~melmess, the locale and the intended 
accompl~shments 

Summatrve Evaluatron was the second form of evaluatron used Thrs 
rnvolved interv~ewing all the reievant stakeholders (the sub-grantees, the lead 
contractor and the subcontractor, the donor organlsatrons and programme 
rec~prents) to assess the rmpact of the programme and how the umbrella 
grant has contributed to the strengthenmg of the instrtutional capac~ty In 
add~tron, the summative evaluat~on focussed on the grant making process 

2 4 3 Types of evaluatron 

The f~rst type of evaluatron used was an Evaluabhty Assessment The matn 
thrust of an evaluabd ~ t y  assessment 1s to determme whether IMSSA's 
~ntervention was conce~ved and operated In a way that allowed for a 
systematic eval uatron Undertakmg, an evaluabil ~ t y  assessment assisted In 
clar~fying 

a The programme's objectrves and outcomes 
The primary focus of the mtervent~on 
The core and specrf~c outcomes of the intervention 
The activrt~es that took place and the methodology employed In the 
rmplementation of the interventron 
The changes In the participants because of the rnterventron 

Impact Evaluatron was the second type of evaluat~on conducted lmpact 
evaluatron rs an rmportant tool for learnmg and ~t was ~ntegral to the 
interventron management process It mvolved a judgement of the project by 
the partw pants attendmg, about whether the project's purposes have been 
achreved or not Impact evaluat~on also rnvolved a judgement made by the 
evaluators, the sub-grantees, the lead and sub-contractor, about the 
programme, its management and mtervent~ons Impact evaluat~on also 
helped determrne the ~mpact that the programme has on the sub-grantees 
respective organlsatrons as well as on the primary programme rec~prents 
(Trad~t~onal Leaders, Local Government offrcrals and CSOs) In u t~ l~s~ng  
rmpact evaluat~on, the evaluators determined the value of IMSSA's 
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endeavour in terms of strengthening the ~nstitutional capac~ty to prevent, 
manage and resolve democracy threatening conflicts 

2.4 4 Evaluation design 

The evaluation designs used throughout the evaluation were both qual~tative 
and quantitative The qualitative design was used as it was considered the 
best way for the evaluators to describe the intervent~on, the observation and 
the processes that took place The quantitative design allowed for an analys~s 
of the fmanc~al rnformation and the assessment of the actlvltles and processes 
withm the programme agamst the predetermmed set of indicators 

2 4 5 Sampling Frame 

The samplmg frame was determmed based on the real~ty that most of the sub- 
grantees have only recently Initiated thew programmes This ~mp l~ed  that it 
would be more feasible to engage the benefic~aries of the organisat~ons that 
have been active for a longer period For those organisations with more 
recent programmes, the benef~ciar~es would be engaged where feasible but 
the focus would be more geared towards the organisation itself This impl~ed 
that the category of mterviewees differed according to the status of the 
organ isations 

The categories of persons determmed had to include personnel who were 
managing the project, those managmg the finances and administrat~on, the 
f~eld workers / trainers and those d~rectly benef~ting as the clients of the 
project This, ~t was argued, w ~ l l  provide a fair picture of progress made to 
date by sub-grantees and other stakeholders such as Creative Associates, 
PMU and USAID 

The categor~es of persons that were identlf~ed included the following 

> Directors / leaders of the relevant organisation I institut~on 
The directors of the respective organ~sations were important to 
engage espec~ally on Issues pertaining to the sustainabrlity of the 
organisation, of the programmes and finances 

> Project co-ord~natorsIManagers 
These are the managers of the projects and have to account for the 
success and ach~evements related to their projects The co- 
ordinators were identifled as the key informants in this m ~ d  term 
eval uation process 
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> F~eld co-ord~nators/fac~l~tators and tramers 
These represent the operatives In the field dorng the actual wok 
towards ach~evrng the set results but do not exclude the Project 
Co-ordinators who are actwe rn the freld as well 

9 Account~ng and adm~nrstratlon staff 
These staff members are cr~trcal to understandmg the grant-making 
process In terms of budgets and expenditure, drsbursements, 
variatlons to budgets and other 

b Project clients I beneficlanes 
The clients are the reason the organ~satlons and services exlst In 
the f~rst place and are therefore the ultimate test as to whether 
impact has been achieved 

The conceptual framework drscussed above formed the basis for developmg 
the evaluation instrument (attached as an annexure) The instrument, berng a 
quest~onnaire gu~de for the mterv~ewer, cons~sted of a series of open-ended 
questrons that qualitatively elrcrted responses, views and arguments 
concernmg two key areas of focus namely 

9 The grant makmg process 
9 Inst~tut~onal strengthenmg and prograrnmatrc impact 

The development of the Instrument was a team effort where ind~vtdual team 
members were requ~red to complete a sectron The design of the instrument 
IS In the form of open-ended quest~ons that need to be used flex~bly 
dependmg on the stage of development of the sub-grantees 

The instrument has been d~v~ded rnto the followmg sections 

Section 1 

Th~s section focuses on grant-making w~ th  a part~cular focus on the PMU and 
Creatwe Assoc~ates Elements of this section ~nclude 

PMU and Creat~ve Assoaates In terms of thew effectweness 
USA1 D standards - programme / financial 
Sub-grantees - management of their programmes 
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Th~s section focuses on organisational strengthening and programme impact 

PMU and Creative Associates 
Su b-gran tees 

The tnstrument as a guide has been used differently by each mterviewer An 
element of constraint Identified referred to the fact that all subgrantees are at 
different stages In their dellvery progress Two of the sub-grantees namely 
CDRT and NWPLM have been functioning for some time regarding their 
grants whereas the rest have only come on board recently Some of the 
grantees have just about started the~r processes The above realtty compelled 
the mterviewers to use the evaluat~on instrument appropriate to the projects 
under discussion, which meant that In certain Instances some of the 
questtons (e g regarding ~mpad) could not be asked While there has been a 
range of dtffermg responses, the conceptual framework as the underptnning 
has helped to synthesise mformation into coherent outcomes 

lnformat~on has been gathered and validated through a var~ety of means 
~ncludtng 

Documentatton and reports 
a Site vtsits to sub-grantees and the~r benef~c~ar~es where feasible 

PMU, USAID, IMSSA and Creative Associates staff 
Telephonic engagements 

2 5 Process Undertaken 

The following process was undertaken to complete the mid-term evaluation 
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Phase 1 Design and Document Revrew 

4CTIVITY 
Introductory meeting 
between client and team 

Workplan development 

Conceptual Des~gn and 
Confirrnat~on of 
Methodology 

Submission of Workplan 
Instrument Design 

Document Revrew 

- - 

METHODOLOGY 
Group Discussion 
between team of 
evaluators, CAI l and 
IMSSA 
Group planning session 

Group discuss~on 

Design ofsub- 
sections of the 
instrument by 
individual evaluators 
Group consolidation 
Reviewingofall 

documentatlon by 
each evaluator 

OUTPUT 
Clear understanding 

of the evaluation brief 
Handrng over of 

documentatlon 
Workpfan outlining 

approach, actwltles, 
timeframes and outputs 

Conceptual 
framework formmg the 
bas~s for lnstrurnent 

Workulan document 
Evaluation ~nstrument 

Cr~t~cal issues and 
areas of investigation 
reflected in the 
instrument design 
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Phase 2. Data Gathermg and Vahdation 

4CTIVITY 
lata Gathermg from 
lonor Agency and 
3 rantee 

3ata Gathermg from 
sub-grantees and 
3eneflclarles 

Validat~on of Instrument 
and Preparat~on of 
Annotated Report 
Outl~ne 

Subm~ss~on of Annotated 
Report Outi~ned 
Consol ~dat~bn of 
Research Findings 

b4ETHODOLOGY 
Prel~mmary 

lntervlews with key 
personnel in USAID, 
IMSSA, CAI1 
Sourc~ng of add~trunal 

mater~al 
Face-to-face 

mtervlews w~th  key 
personnel of nine sub- 
grantees, rdent~fied 
benefic~ar~es and 
relevant stakeholders 
and two organlsatrons 
w~thdrawn from 
process 
Telephon~c 

~ntervlews w~th  some 
benefic1 aries to 
val rdate mforrnatlon 
gathered 

Sourcmg of add~tional 
mater~al 

Team d~scuss~on 

Follow-up ~nterviews 
w~th USAID, IMSSA and 
CAII, based on 
lnformat~on gathered 
from su b-grantees and 
beneficiaries 

3UTPUT 
3elimrnat-y inforrnat~on 
;athered from donor and 
;ran tee 

Detaded ~nforrnat~on 
sathered from sub- 
grantees and 
~enef~c~ar~es 

Evaluat~on Instrument 
val rdated 

Problem areas 
~dentlf~ed and 
commun~cated to 
CREA 

Annotated report 
outlme developed 

Annotated report 
outlme 

Consol~dat~on of 
research findings 
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Phase 3 Analys~s and Reportmg 

Preparat~on of Sections Y 
for Final Report 

Submrss~on of sedrons 7 
Consolrdat~on of research 
frndr ngs for draft report 

I Frnalrsat~on of draft 

I Editrng and layout of 

1 Comments rece~ved from 
PMU and CREA 
Consol Idation of flnal 
report 

Submissron of Flnal 
Report 
Presentat~on of F~ndmgs 

ject~ons wr~tten up by 
mdrvrdual evaluators 

lndivldual sections 
synthesised Into format 
for draft report 
Group drscussron to 
collectively synthes~se 
findrngs and 
recommendatrons 

- - - - - -- 

Group drscuss~on, ~f 
necessary, to address 
Issues rarsed through 
the comments 

Ed~tmg and layout 

Surnmar~sed presentation 
of fmdrngs and 
recornmendat~ons to 
IMSSA, CAI1 and USAID, 
su b-gran tees 

lnformat~on gathered t"""--- 
during Phase 2 
consoirdated In wrltten 
orm 
iectrons subm~tted to 
earn feader for 
:onsoIrdatlon 
nitial draft report 

Cfear understandmg 
of the overall frndmgs 
of the evaiuat~on 

ldentlf~cat~on of any 
possrble follow-ups 
required 
Agreed upon 

recommendat~ons 
Draft report 

Draft report 

Detarled comments 
about the draft report 
Frnal Report 

FlnaP Report 

Reportback process to 
organ~satrons mvolved In 
evafuat~on completed 
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SECTION THREE: OUTCOMES OF EVALUATION: FINDINGS, 
ANAlYSlS AND RECOMMENDATlONS 

In order to provrde a log~cal and synthesised approach to report~ng the 
outcomes of the m~d-term evaluatron, the followrng approach wril be 
followed 

Frndrngs in each of the three key areas that are lrsted below are outlrned 

Grant makrng 
lnstrtutron burldrng 
Programmatrc Impact 

Findings are captured as statements In bold Analysrs IS applred to the 
frndrngs In each of these areas and where approprlate, spec if^ 
recommendations are made 

The frndings are drawn from document review and prlmary rnformat~on 
gathering through face-to-face and telephonrc intervrews The sub-grantee 
reports attached as appendtces to the main report are summaries of 
interwews conducted, wrth some cursory analysrs of documentatm 
Detarled analys~s IS located rn the main text of the report 

3  1 1 Assessment of the degree of effectiveness In the grant-mak~ng 
process 

3 1  1 1  Introduction 

The process of selectrng and appointrng iMSSA as the umbrella organlsatron 
IS outlrned rn Sectron One and wrll not be repeated here 

The key challenge to USAlD in employing the umbrella grant strategy l~es In 
the concept of accountabrlrty and responsrbilrty, both on the part of the 
umbrella organisatron and the Agency ~tself The justification for employing 
the approach IS based on the argument that local capacity can most 
effectrvely be burlt by utillsrng an rndtgenous organisatron as rntermediary 
grant-maker The rnd~genous organrsation, rt IS argued, understands the 
context wrthin whrch NGOs and CBOs work and can therefore prov~de 
approprrate support Thrs justrfrcation can, however, be challenged with the 
argument that by makrng use of an intermedlary, USAlD reduces its direct 
accountabrlrty for the inablllty of NGOs and CBOs to delrver, and for any 
drffrcult~es that may arrse through the implementation of the programme 
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The evaluation process has reflected a clear commrtrnent on behalf of USAID 
to burld the capacity of IMSSA as the intermed~ary, and to prov~de 
approprrate support to ensure that it is able to fulf~l its fundtons It IS also 
clear that USAlD works wrthrn a trght framework of accountabhty ~tself and 
that actions on its part, seen as attemptmg to avo~d accountab~l~ty, would be 
challenged 

A productwe workrng relat~onship has developed between IMSSA and 
USAlD Over the past 12 -14 months, IMSSA has gone through an rntense 
learnmg process and has emerged as a successful grant-makrng medrum that 
IS also attr~buted to the dynamic team In place in the PMU The mrd-term 
evaluat~on of the current project has demonstrated that the umbrella grant 
process has a number of potentral advantages 

It IS a vrable mechanism to support a broad range of developmental processes 
wrthout sacr~frc~ng the key prrnc~ples of meanrngful support and dellvery 
accountabrlrty It thus allows the agency the room to play a more strategic 
role (e g looking at how to integrate ~ts various development rnrtlatrves erther 
In terms of practice or outcomes) 

It allows for capaclty to bu~lt  at three levels 

Grantees - grant management and project management capacity IS bulk In 
local ~nstrtution (h~stoncally the domam of donor agencies) 
Sub-grantees - capaclty of service providers to del~ver high level service 
and products (in a sustamable manner ) IS also budt 
Sector spec~frc - ~t allows for the rnob~lrsrng of ~nrtiatlves and support In an 
integrated manner to ensure the development of a sector as a whole (e g 
local government) 

The detarl that follows ~ncludes the effectrveness of the PMU In dealmg w ~ t h  
tts stated act~v~t~es, In part~cular the seled~on of the prlorlty sector, 
solrc~tat~on of proposals, awardmg and appralsmg of grants, assessment of 
organ~sat~ons, TA and tralnmg, fmanc~al monltorrng, rnonttormg and 
evaluatron and overall management 

3 1 1 2  Select~on of the pr~or~ty sector 

Sectron 2 4 1 2 111 of Attachment 2 to the contract between USAlD and 
IMSSA refers to the ~dent~ficat~on of the prlortty sectors requlrlng 
lnterventlon 
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The process of ~dent~fymg the pr~orrty sector was well thought through and 
executed. 

A proposal was made by IMSSA and approved by USAlD as to the strategy In 
select1 ng the prrorlty sector Two Important components of the select~on of 
prtorlty sectors were the undertakrng of research and the conductmg of 
consultative works hops 

The ~n~tral research process6 mvolved 

(I) mtervlews with government officrals, NGOs, mdependent 
commrsslons, commun~ty d~spute resolvers, academ~cs, labour and 
busmess 

(11) questronnalres to d~spute resolvers and NGOs 
(111) I~terature search on secondary materials7 , 

Out of the research process, four poss~ble pr~or~ty sectors were ~dent~f~ed 

educat~on 
crrme prevent~on 
pubi~c transportat~on (tax1 vrolence) 
local government 

Add~t~onal secondary sectors were also Identifled 

Followmg a focus group d~scuss~on w~ th  NGOs, key oplnlon makers In 
conflrct management, USAlD and CAIl, the proposal to fund one sector, 
namely Local Government, gamed consensus 

The process of priorrtrsmg provmces was s~mdar and North West, Eastern 
Cape, Free State, Northern Provmce and Mpumalanga were eventually 
chosen The cr~ter~a used mcluded 

rural 
mcorporat~on of former homelands 
hrgh poverty rate coupled wrth low level of sk~lls and knowledge, 
predommance of trad~t~onal leadership 
none or hmrted number of NGOs and CBOs ~nvolved In confl~ct 
management8 

Tanya Venter of IMSSA, "In~tial Research to Determine Priority Conflrct Areas for Funding - 
Research Findmgs", December 1996 
' Further detail on the methodology adopted is found in the Methodology sectlon, attached 
as an Annexure to the main report 

IMSSA PMU, Request for Appltcatlon, sl 4 1 
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Through applying the above criteria, provinces with high levels of conflrct, 
but which were already well-resourced by NGOs and CBOs were not 
included as priority sectors, I e Gauteng, Northern Cape, Western Cape and 
Kwazul u-Natal9 

The importance of this process is reflected in the fact that if the selected 
sector was contested at a later stage, the effectiveness of the entire 
programme would be called into question 

The ~dentificat~on of local government as the target sector has proved to be 
approprlate Thrs IS reflected In the response NGOs have rece~ved rn thew 
geographical areas of focus In general, they have been  nund dated with 
requests for assistance and are concerned that they will not be able to meet 
all expectations placed on them In terms of provincial focus areas, some 
NGOs (e g KLTC) have reflected the desire to work In other provinces, such 
as Kwazulu-Natal However, it is generally accepted that some form of 
prioritisatron had to be utilised 

3 1 1 3  Awardmg of Grants 

Four key adivitles are outlined in the contract between USAID and IMSSA 
governing the awarding of grants These include 

Solic~tation of Applicat~ons 
Advertrsing of RFAs 
Assessment of RFA Proposals 
Award of Sub-grants 

Each of these activities IS discussed below 

The Request for Appl~cat~ons and process followed In the sollc~tat~on of 
appl~cat~ons reflected an understanding of the current context of NGOs 
and an abll~ty to attract approprlate organrsat~ons The RFA was found to be 
a well worked out framework and was clearly and simply documented The 
engagement process undertaken was clear, s~mple and transparent 

An in~tial road show in the four provinces, followed by a Request For 
Applrcatlon (RFA) In a number of newspapers, const~tuted the solicitation 
procedure The RFA form was des~gned by PMU wtth comments from CAI1 
and USAlD Its "user friendly" style was deemed necessary for accesstbil~ty 
purposes and was one of the requirements specified In the contract 

IMSSA, PMU, Request for Applicat~on, sl 4 2 
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The RFA outl~nes the scope of work, general cond~t~ons of ehg~b~lity, 
acceptabd~ty factors, benef~crartes to be served, sub-grant schedule, level of 
fundmg, rnstruct~on for submrss~on, spec~fic requ~rements, selectron of 
proposats, monltortng and evaluat~on, apphcatron form (~ncludmg gu~delmes 
and descrrptron of budget ~tems) 

The screenmg process undertaken focused on appropr~ate Issues relatrng to 
the grant, as well as reflectmg recogn~tion of potentla1 

All proposals were screened by the PMU to assess their appropriateness to 
the prior~ty sector, provmce and key areas of mtervent~on The el~g~ble 
proposals were further assessed by an mternal select~on committee conslstrng 
of PMU staff, CAI1 and IMSSA personnel Prehmmary cr~terra, all of wh~ch 
organ~sattons had to meet In thew proposals In order to be el~g~ble for further 
assessment ~ncluded 

Coverage of the local government sector 
Coverage of the selected provrnces 

a Addressmg of confl ~ c t  resolutron 
Status of a non-prof~t organlsatlon 

For the el~gtble organrsatlons, addrtronal crtterla for select~on then ~ncluded 
Issues relatmg to 

Prof1 le (accountmg and admm  str rat we procedures In place, manager~al 
and techn~cal capac~ty, past experience In conflrct management, 
appropr~ate race and gender profde) 
Relevance of mterventlon (act~vtttes clearly and conc~sel y spelt out, lmks 
between needs and ~ntervent~ons, emphas~s on capacity b u ~  ld~ng, 
mtegratron of exrstmg projects and structures) 
Innovatwe and real ~strc approach 
Real~st~c sustamab~ l ~ t y  prospects (strateg~es for susta~nab~l~ty, fund-rarsmg 
and cost recovery In place) 

* Mon~tormg and eval uat~on 
Soundness of budget (counterpart contr~but~on, co-fundmg, feastbi hty, 
recoverable unit costs) 

Based on th~s assessment, a short l~st of organmt~ons was then submrtted to a 
sub-comm~ttee of IMSSAfs Board for fmal approval 

In terms of the assessment process, relat~ve weightmg was gtven to the prof~le 
of the organ~satron and the relevance of the ~ntervent~on, reflecting the 
PMU's concern not only w ~ t h  programmatic coherence, but also w ~ t h  
suff~c~ent organ~sat~onal capac~ty bemg In place to manage the grant Th~s IS 

very ~mportant and reflects an appropriate understandmg on the part of the 
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PMU of the need for organrsatronal capaclty and good financial controls to 
be In place In the sub-grantees 

It should be noted that whrle the process was adhered to, the recognrtron of 
potential In some sub-grantees may have resulted In rnclusron In the 
programme where certain systems were not inrtrally In place For example, 
KBT did not have dedrcated project personnel, rts own office and facrlrtres 
and experrence In managing substantral donor fundmg prior to the receipt of 
the sub-grant However, rts wrllrngness to put such mechanrsms and capacity 
In place, In additron to rts respected standrng In the targeted community and 
excellent proposal were factors that mrtlgated in rts favour in the assessment 
process 

The selectron process was therefore not applied rrgrdly In all cases, but rn a 
manner In which recognrsed potentral for success Thrs does, however, place 
a responsrbrlrty on the PMU to ensure that capacrty burlding requrrernents of 
such organrsatrons are met 

The standard of proposals recewed, both wrth regards to el~grble and non- 
elrgrble, reflected a need to develop capaclty rn thrs area 

The proposals received In the fmt round of RFAs generally reflected 
commrtrnent stated objectrves on the behalf of organrsatrons, but a lack of 
detarled thought about the ~mplementatron process of therr programmes and 
the related costing The ~dentificatron of this need resulted In the PMU 
conducting the frrst rmplementatron plannrng workshop 

The value of the process of engaging wrth the RFA and preparrng a project 
proposal In lrne w ~ t h  the requ~red format, subsequent to the workshop, IS 

reflected In the changes made to resubmrtted proposals For example, CDRT 
resubmrtted its proposal In the second round of RFAs and the drfference In 
two proposals IS s~gnrfrcant The f~rst proposal reflects a lack of detailed 
plannrng In terms of the object~ves and related activitres of the project and 
consequently an unrealrstrc budget The revrsed proposal IS clearly thought 
through, especrally wlth regards to the proposed rnterventrons The budget is 
directly lrnked to activltres and IS half the or~ginal amount requested 

KBT, havrng also partrcrpated rn the workshop, submrtted its frrst proposal In 
the second round of RFAs The proposal is extremely well thought through 
and appropr~atel y costed, reflecting already a development of capacrty wrthrn 
the organrsatron 

The PMU acknowledges that the rmplementatron plannrng workshop would 
only explain In part the Improvement In proposals The organrsatrons referred 
to also clearly engaged In a detarled reflectron and plannmg process of therr 
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own accord This IS confirmed by KBT, where the project manager at the 
time of the evaluation reflected the length of time and extent of effort spent 
on developing the proposal 

The ~mplementatlon plann~ng workshops, and subsequent development of 
mon~tormg plans, proved to be of great value to the sub-grantees and 
reflect the PMU and CAWS comm~tment to capacity-bu~ld~ng 

The successful organlsations were assessed (using an mstitut~onal capac~ty 
tool developed by CAI1 and PMU"'), and invited to a second implementation 
workshop where an implementation plan was developed Related monitoring 
and evaluation plans were then developed in conjunction wlth CAH Further 
negotiations around interventions and budgets were undertaken, before the 
agreement finally was s~gned 

The approach of going through an implementation plan process with each 
sub-grantee i s  a unique model, one that has been pioneered by IMSSA with 
minimal involvement of USAID In fact, this was not part of the orlgrnal steps 
outlined in the PMU workplan, but was found to be necessary if the sub- 
grantees were to work towards a common strategic objectwe and if the PMU 
was to be expected to report on behalf of all sub-grantees 

This process facilitated engagements between the PMUICAII staff members 
and the sub-grantees that resulted in the forging of closer relationships and 
allowed the umbrella organisation to gain an intimate understanding of the 
status of each sub-grantee and the nature of their particular needs In a simr tar 
vein, the sub-grantees appreciated obtainlng a detailed understanding of the 
requirements of the grant and the expectations of the PMU This anention to 
detail and dealing ~ndiv~dually with all sub-grantees is what makes this 
umbrella approach so valuable and empowering The fact is that the 
umbrella concept is a fully workable one and it has already shown its 
potential in terms of a more hands-on approach 

3.1 1 4 Technical Ass~stance and Tramng 

TA and training is a critical component of the umbrella grant and IS one of its 
key motivating factors Technical assistance includes the provrsion of face-to- 
face support involvrng the setting up of systems and procedures to facilitate 
the effectrve management of the sub-grant Train~ng ~nvolves the provlslon of 
generrc courses In bas~c skrlls to all sub-grantees, as well as spmalrsed or 
indlv~dually focused courses to specific sub-grantees 

lo see sectlon for detailed analysis of the institutional assessment tool 
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TA and training have been strongly priorit~sed in the workplan of the PMU 
and In the manner in which the programme IS being implemented 

As far as the PMU IS concerned an identlficatlon of ~ndiv~dual needs was 
undertaken during the composlt~on of the PMU work plan and IS discussed 
further rn Section 3 2 

With regards to the sub-grantees, an ~nltlal TA and training plan was 
developed on the bas~s of the screening of the submitted proposals, 
inst~tutional capac~ty assessment tool and lntervlews 

Out of these steps a deta~led list of needs In terms of TA and Trarnmg was 
drawn up, which were prioritised lndivrdual training needs were ident~fred 
jointly by the PMU Technical Support Advisor and the person concerned at 
the sub-grantee level 

In terms of TA, sub-grantees are supported through dlrect contact with both 
the PMU Technical Support Advisor and the PMU Accountant who will 
provide advice and assistance to organlsatrons upon request, in their 
particular areas of expert~se CAI1 provides TA w~th regards to monitormg and 
evaluation The M&E Specialist, and the Project Monitor (when appointed) 
provide th~s assistance 

With regards to traln~ng, relevant courses and trainmg rnstrtut~ons have been 
identified 

Three types of tram ing are bemg organised 

(I) project management related 

mon~torrng and evaluation 
report writing 
fmanc~al management 
partrciplan facilitat~on course 

(11) organizational capacity buddrng 

proposal writing and fund raising 
organrsatronal development and change management 
sustainabi lity 
strategic piannr ng 
proposal writing 
fundrarsing 
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(I 11) ind~v~duai needs 

* computer sk~lls 
conflict management 
bookkeepmg 
assertwe leadersh~ p 

Appropriate trainers or tra~nlng mst~tutions are ~dent~fled through a process of 
seiect~on undertaken by the PMU Technical Support Adv~ser He ldent~fies a 
range of ~nd~v~duals or organ~sat~ons who have been recommended and 
analyses the course outlmes and related mater~als He also attends a range of 
trammg programmes, In order to experience them f~rst hand The tramer ts 
then selected and the course al~gned to meet the needs of the sub-grantees 

In some instances, sub-grantees have approached other sub-grantees to asslst 
wlth capacity-buddmg (for example, the Centre for Confl la Resolut~on (CCR) 
has provided ira~ning to both the King's Basket Trust (KBT) and the North- 
West Paralegal Movement)" 

With regards to the manner in wh~ch ~mplementat~on IS takmg place, a 
number of points need to be noted 

The PMU has provrded excellent techn~cal assrstance to the rnajor~ty of sub- 
grantees 

Ass~stance w ~ t h  regards to fmanclal systems and procedures has been 
h~ghl~ghted by most sub-grantees are having proved mvaluable to them The 
Improvement of organisat~onal systems and procedures, wlth selected sub- 
grantees, has also proved to be well received The PMU IS generally seen as 
be1 ng responsive, access1 ble and WI ll mg to provlde support 

Prel~mrnary assessment of the tramrng programme reflects that rt strongly 
assrst In budding capacrty wthrn organrsations, but that some areas of skrlls 
development have not been captured In the needs assessment process 
undertaken and that the t~m~ng  of some courses should be re-v~sited 

The tramng programme has only just begun to take off, w ~ t h  very few 
courses at th~s stage havmg taken place Some general comments can be 
made 

F~rstly, the manner In wh~ch trainmg needs have been ~dent~f~ed needs to be 
carefully cons~dered In hght of the Issues raised around the mst~tutronal 

" Thrs assrstance was provrded In rts capac~ty as a leadrng organlsation w~thrn the sector, and 
not as a sub-grantee of the programme 

27 
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assessment tool (see section 3 2 2 1) and the difficulties being experienced 
by su b-grantees in the I mplementation of thew programmes reflects hat 
potentially some needs have been overlooked and that an addihanal 
assessment process should be undertaken to ensure that gaps do not exra 

Secondly, the timing of some of the courses should be recons~dered as they 
may be happenmg too far into the process to make a significant Impact on 
the management of the sub-grant rtself (although they will build capc~ty 
wlthm the organisatrons as a whole) Examples in this regard are the flnmcral 
management trainmg (scheduled for 1 8-21 May) and the fol low-UP 
mon~toring and evaluatron workshop (scheduled for August) These are b t h  
core sets of skrlls required by the programme and should have ken 
conducted earl ~ e r  In the process 

Thirdly, In some organlsatlons, a high staff turnover has resulted In a negative 
impact as those people who were empowered and trained have left the 
organlsat~on (in partrcular with CDRT) This, however, is an issue that 
md~vidual sub-grantees need to deal with 

Fourthly, In relation to the tralning that has already been undertaken, 
generally good feedback 1s bemg recewed by the PMU, although no formal 
processes for follow~ng-up on tra~ning recewed appear to be In place Sub- 
grantees have responded very positrvely to the report-writing workshop With 
regards to the monitoring and evaluation workshop, mixed responses have 
been received, and are d~scussed in greater deta~l In the related -Ion 
below 

W ~ t h  regards to both TA and Tralnmg the followrng points should be noted 

As the contract progresses, part~cular Issues suggesting additional assistance 
can be identified, for example assistance w~ th  developmg quality assurance 
mechanisms for tralnlng processes However, fmanc~ally, the s~tuat~on is such 
that a substantial amount of the TA budget has been spent or has been 
allocated so that addrt~onal needs ~dentified w ~ l l  have to be funded through 
other budget lines ~f possrble 

The declsion to target organlsattons that need further capacity In the 
executron of the~r funct~ons 1s a responsrb~l~ty that was deliberately assumed 
by the PMU, one that has to be taken to Its conclus~on Understandably, 
l~mrts need to be defined in terms of the parameters of the responsrbil~ty 
attached to the concepts of TA and trainmg 

The ev~dence suggests that subgrantees would require further support erther 
in terms of rnstitutronal capacity (management, structure, systems, etc) or in 
terms of capacity to deliver their programmes (technrcal skills) 
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Recommendation 

It I S  recommended that, rn line wrth act~tres rdentrfred rn the workplans and 
the stated objectrves of  the sub-grantee workplans, the PMU should conduct 
a review process to assess whether or not key capac~ty-building issues of sub- 
grantees are berng addressed In addrtron, the tmrng o f  courses currently 
rncluded rn the trarnrng plan should be reconsrdered 

Appropriate and effment flnanclai monltormg mechan~srns have been put 
in place by the PMU, In ltne wlth USAID requ~rernents, to manage both 
thew own grant and the nine sub-grants 

In the m~tral phase of the contract, drfferent forms were developed with the 
assrstance of USAlD to fac~l~tate f~nanc~al reportmg and mon~tormg These 
forms provrde an accurate reflection of the monthiy requests for funds (to a 
spec~al ded~cated banking account) but also out1 me the expenses (current, 
accumulat~ve and prror) In terms of the d~fferent budget lme ~tems as far as 
objectrves, actrvltles and sub actrvlties are concerned 

Fmancral reports are looked at together w~ th  the narrative and mon~toring 
and evaluat~on reports (as stated by PMU) Th~s allows the PMU to p~ck 
Issues that need ciar~f~cat~on So far thrngs have been golng well fmancially In 
relatron to the sub-grantees Where Issues of concern have been noted they 
have been dealt w ~ t h  by the PMU and the ~nd~v~dua l  sub-grantee There rs 
some concern that d~sbursements ma~nly happen on the bass of fmancial 
reports Narrat~ve reports and momtorlng and evaluatron reports have been 
less forthcommg, although th~s Issue IS in the process of bemg addressed 
One of the forms developed does however allow the PMU to check how 
expenses relate to the agreed mplementat~on plan on a quarterly bas~s 

In terms of timmg, reports from sub-grantees are due on the frfth of each 
month The PMU Accountant w ~ l l  recommend payment of d~sbursements but 
none wdl be effeaed unless the Head of the PMU U n ~ t  has s~gned the 
d~sbursement proposal In one case, lack of commun~cat~on has led once to 
m~sunderstand~ng and delays In payment (UMAC) The PMU has intervened 
In thls regard by requestrng that both the Project Manager and Accountant 
jomtly sign for drsbursement requests 

The Issue of the 25% contrrbut~on gets reflected In the quarterly reports 
Twenty-frve percent can come from other funds or from contrrbutlons gn 
krnd, contr~butron that wdl be vertfied dur~ng the aud~t of the sub-grantee 
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Some delays In disbursements to subgrantees were related to 
m~sunderstand~ngs or lack of communlcatlon within the sub-grantees and 
thus far all delays have been sorted out In one case payment to a sub-grantee 
was suspended, not for fmancial reasons but for programmatic reasons (lack 
of systems in place - KBT) This has led to a s~tuat~on where financ~al 
report~ng IS done on each activ~ty, allowmg for very t~ght and strict control 

Sub-grantees have requ~red substantlal capacity-budding and support w ~ t h  
regards to financ~al management 

Generally, most sub-grantees d ~ d  not have appropriate frnancral management 
systems rn place and have requested a great deal of TA ~n th~s regard 

It appears that the weaker organlsations have not fully understood the system 
An example of th~s IS where organ~sat~ons are unclear as to what happens to 
surplus funds For example, if they have budgeted R10,OOO for a workshop 
but only spend R5,000 There appears to be a lack of understandmg of how 
money may be re-allocated w ~ t h ~ n  a lme ~tem This in turn has led to 
percept~ons of the system bemg r ~ g ~ d  

In order to support sub-grantees In the process of fmanc~al monitormg, the 
fmanclal management course for project managers IS bang held In May (see 
section 3 1 1 4) and the poss~b~l~ty IS being explored of contractmg 
ind~viduals poss~bly based In Cape Town and Gauteng to ass~st w ~ t h  further 
w ~ t h  the f~ nanc~al mentoring and reporting 

Sub-grantees are clearly in the rnlt~al phases of implementation and 
expendrture generally reflects th~s trend 

Analysis of d~sbursements made against funds commrtted with regards to the 
sub-grantees reflects that most organ~sat~ons have spent money on rn~tial 
act~v~t~es relatmg to developmg mst~tut~onal capaclty and approprrate 
resourcmg of organlsatlons Relatwely l~ttle has been spent on programmatrc 
act~v~t~es, except w ~ t h  regards to in~ t~a l  consultations This IS of particular 
Interest In the cases of NWPLM and CDRT, organisat~ons that have been sub- 
grantees for a longer per~od Therr spendmg does not necessarrly reflect the 
length of tlme of thew engagement, as KLTC and CCR have spent s~mrlar 
percentages of funds comm~tted, while being engaged for substant~ally 
shorter perrods of time 

Recommendation 

When implementation plans of sub-grantees are reviewed, careful attentron 
should be placed on ensuring that budgetary h e  /terns reflecting adfvrties 
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outlrned rn the plans Specrfrc attention should be placed on the travel h e  
Item and any addt~onal rtems that would support programmatrc Impact 

Payments to the sub-contractor CAI1 are belng made In accordance w ~ t h  
ach~evement of dehverables and any delays exper~enced have been dealt 
wlth 

Two payments have been made rn the frxed price contract The first payment 
was recelved on time and the second was delayed due to two factors Frrstly, 
because the first two sub-grantees were contracted In July 1997, CAI1 was 
unable to meet the August 1 complet~on date for the M&E plan and tools 
berng put rn place and sub-grantees tralned A request for payment: was only 
submitted in September 1997, after the actrvrties in relatron to the lnrtial two 
sub-grantees were undertaken Payment from IMSSA was then delayed due to 
a delay on the part of USAID, but this was subsequently sorted out by CAI1 
agreeing to not~fy the PMU in advance when a payment cla~m is going to be 
made 

Analysis of the frnanc~ai statements of the PMU reflects that expend~ture IS 

largely on track, but attention should be pald to speclflc line items 

A number of comments can be made with regards to expendrture 

Firstly, only 2 9 O h  of the allocation made for travel remams In the allocated 
amount This reflects two realrtres of the PMU's process The ln~tial process of 
consultation to select the priority areas and ensure that the sub-grantees 
could get basrc systems establrshed has resulted in the PMU having to travel 
more than was  nitr rally thought necessary A reasonable assumption is that 
travel requrrements wlll be reduced In the comrng months12, as the sub- 
grantees become less dependent on support However, some addit~onal 
allocatron to the travel line rtem will have to be made 

Secondly, the allocatron made to consultants IS small and white only 21 O h  of 
the amount budgeted has in fact been utillsed, the allocation remains 
insufficient for the purposes of the PMU 

The above comments about the short-comings In the budget are confirmed 
by the Head of the PMU, who feels that In other areas the budget IS 

adequate 

The fourth addit~onal point which IS of rmportance reflects the discussron 
already outlined in section 3 1 1 4 The allocatron for training and technical 
assrstance may prove to be too small, based on the needs of the sub-, =ran tees 

l 2  The Head of the PMU notes that they expect a decrease in t~me spent on the ground by 
September 1998 

3 1 
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and In l ~ne  with the commitment made by the PMU to bu~ld thew capacrty 
Only 36% of the allocat~on remalns, yet in terms of the formal tratnmg plan, 
a number of courses are st111 outstandmg 

It IS therefore recommended that an assessment of possrble addrtronal areas 
of need In terms of budgetary allocatron should be undertaken Partrcular 
attentron should be pard to trarnrng and technical assrstance, rn h e  with the 
assessment undertaken rn terms of the related recornmendatron above 

3 1 1 6  Monrtorrng and Evaluatron 

Monrtorrng and Evaluatron 

The role of monitor~ng and evaluat~on rn the current project has to be seen 
agamst the fol Iowmg backdrop 

The current project IS a prlot process and hence the documentat~on of ~ts 
strengths and weaknesses are cruc~al 
The need for ensurmg that the process was on track and bulld~ng 
accountab~ l ~ t y  between the sub-grantees and IMSSNPMU 
The need to measure ~mpact at the conclus~on of the process 

The current evaluat~on IS based on the key act~v~ty outlmed In sect~on 1 3 of 
the report, which have been used as the basis for assessmg the extent to 
wh~ch CAI1 has been meetlng its object~ves w ~ t h  regards to the M&E 
component of the current project 

CAI1 has developed mon~tonng plans, ~ncludmg a narratwe 
framework to capture qualitatwe data, for all sub-grantees. 

CAII, In conjunction wlth subgrantees, have developed the M&E plans for 
each sub-grantee based on thew speclfrc ~mplementat~on plans 

The M&E plan covers broad objectwes, the actlv~tles planned to achieve 
them, thew trme frame and thew rnd~cators In add~t~on, the plan ~ncludes a 
narratwe section to facrl~tate the capturing of qualltatwe data Thrs format was 
agreed to by IMSSA and also represents the current reporting format 
(~nclud~ng amendments to the lnltlal format) 

At the t~me  of the mrdterm evaluat~on, all sub-grantees had submrtted M&E 
reports However, a number of problems were ~dent~fied In relation to the 
Issue of M&E reports 
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Accordmg to CAII, the qualrty of the ~n~tral  reports suggested that further 
support and tralnlng would be needed to optlmlze the usefulness of the MAE 
plans An M&E trarnmg workshop was held for sub-grantees In the area of 
M&E and accordrng to CAI1 the qualrty of the reports have now rmproved 

There has also been an issue of untlmely and tnconslstent subm~ss~on of 
reports from sub-grantees However, th~s has to be understood agarnst the 
backdrop that most sub-grantees slgned thew grant In November 1997 and 
reportwig was delayed due to closure of these mstrtut~ons dur~ng December 
1997 The current srtuation IS such that, as at February 1998, most sub- 
grantees have submrtted reports However, th~s ~mprovement does not 
detract from the Issue that further trarnmg and support w ~ l l  enable sub- 
grantees to generate better M&E reports 

Wlth regards to the reportmg format, certam revwon has taken place to 
Improve the quai~ty and depth of reportmg from sub-grantees CAI1 have 
~dentrfred the need to record tmportant mformatton relating to workshops 
done or consultatrons held 

In part~cular, CAI1 have ~dentlf~ed the need to capture performance-related 
rnformatron that results In hrgher level impact In thrs regard, the current 
evaluation has revealed a lack of proper tools/mechan~sms to assess the 
qual~ty of mater~als developed as well as the qualtty and mpact of trarnrng 
(e g do partrctpants feel competent to use confhct resolutron skdls?) 

-l CAll should ensure that the addrtronal tools requrred, (eg for 
facrlrtators/fieldworkers) to capture performance related rnformation and to 
record Important data on thrngs such as workshops, are rn place In this 
regard, CAI/ should examine the tools/mechanrsms that sub-grantees are 
usrng to assess the qualrty of  therr trarnrng matenals, the effectrveness of  the 
tram-the-tramer process and the effectrveness of  the trarnrng of  benefrcrarres 

These tools could include thrngs such as 
pre and post workshop questronnarres to test the relevance and 
approprrateness o f  workshop materral and content 
Evaluatron schedules to rate trarnerlfacrlitator effearveness 
Post workshop surveys to assess whether benefrcrarres are applyrng learnt 
sk~lls or whether benefrcrarres understand and accept therr partrcular role 
in the local government process 

Where necessary, CAll should assrst sub-grantees to develop these tools 
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CAI1 conducted a tra~nmg workshop on M&E for all sub-grantees and the 
PMU 

An M&E workshop for sub-grantees was held In February 1998 Feedback 
from most sub-grantees suggests that the workshop drd not meet thew 
expectatrons CAil In conductmg the workshop focused on the organ~sational 
and theoretrcal elements of performance M&E In the context of a USAlD 
funded programme The workshop also focused on the practrcal~t~es of domg 
mon~torr ng reports and the upcom rng midterm evaluat~on 

However, sub-grantees appeared to be antrcrpatmg an input on the broader 
theoretrcal framework of M&E and many of those rntervrewed felt that the 
workshop focus was too specrfrc Most of the sub-grantees felt that there was 
a need for further capaclty burlding regardrng M&E CAI1 has acknowledged 
the fact that there were drffering expectatrons regardmg the workshop and 
that further tratnrng would be necessary It IS Important that the nature and 
content of thrs trarning IS agreed up-front In order to avord a srm~lar 
rn rsunderstandmg 

- 
CAI1 have rdentlf~ed a partrcular need for facdttators, who have d~rect contact 
w ~ t h  the benefic~aries through trarnmg and consultatlon, to undergo M&E 
tramrng rn order to be able capture relevant rnforrnatron 

Recommendation 

CAii should undertake further trarnrng and capacity burldrng rnitiatrves wrth 
sub-grantees (rncluding facrlrtators who work directly with benefrcrarres) to 
deal wrth the followrng 

lmprovrng the quality of the M&E reportdoptrmizrng the use of M&E 
tools in particular the capturrng of qualrtative rnformatron through the 
narrative framework and the capturrng of rnformatron from workshops 
and consultatrve sessrons 
Ensunng that sub-grantees fully understand the database and what data 
they are expected to capture 

A database has been desrgned and wdl be housed at CAI1 offrces rn 
Pretorra The database wrll be fully operational and accessible by May 1998 

There was an ~nrtral delay In the settmg up of the database lrnked to the fact 
that only two grantees were included In the first round of RFA's CAI1 felt that 
the database would be mformed by the nature of sub-grantee programmes 
and hence the decrs~on to wart untrl all sub-grantees were on board CAI1 are 
subsequently involved In settmg up the database In terms of access, rt IS 
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env~saged that the PMU wdl have access to the database via the network that 
CAI1 IS settmg up 

It appears that the data frames (to be Included In the database) sti l t  requlre 
some mput and refin~ng Smce a key objectwe of the current project 1s 

~nst~tut~onlcapac~ty bu~ldmg, ~t IS Important that the data frames focus on 
Issues such as systems, processes, structure, staffing levels, and skililcapacrty 
In particular, the Issue of how to ~nclude qual~tatlve data needs to be 
explored 

It IS also cruc~al that the database become fully operational as a matter of 
urgency, since the database would capture baselme informat~on agamst 
whrch project Impact wdl be managed/measured Th~s IS exacerbated by the 
fact that, most sub-grantees are at the pomt where they writ be ~mplementmg 
thew tram ng programmes Furthermore, CAIl's crrtlque (qual ~ t y  and extent) of 
the mst~tut~onal assessments durmg the second round of awards makes ~t 
Imperative that the database be used to establish proper baselme lnformat~on 
regardmg ~nst~tut~onal capacltf3 

Recommendatron 

CAI/ should operatronalrse the database rn order to ensure the followrng 

Easy and direct access to database 
Sub-grantees fully understand the database (data frames) and what data 
they are expected to capture 
Assessment of the current database and whether rt meets the 
requrrements of baselrne data I f  not, CAI/ needs to generate mechanrsms 
to capture the necessary baselrne data as this wil l  be crucral to the frnal 
evaluatron In thrs regard, the need to capture data regardrng rnsbtutrona/ 
capacrty (structure, management systerns/processes, staffrng levels, 
exrstrng projects, skrlls/competencres and products) prror to awardrng of 
the grant to sub-grantees IS crucral 
Capturing of mformation regardrng techn~cal assrstance provided to sub- 
grantees and how thrs has contributed to rnstrtutronal burldrng 
Capturrng of mformatron on trarnrng provrded to sub-grantees and how 
thrs has contrrbuted to rnstrtutron burlding 
Capturrng of the rangeltypes of materrals developed 
Capturrng of the numbers of benefrcrarres trarned, broken down by 
stakeholder grouprng (e g counc~lor, youth leader etc) 
Capturing of qualrtatrve data In thrs regard, r t  is recommended that CAI1 
get assrstance from experts rn the freld who have created data frames 
usmg qualrtatrve data 

l3 CAI1 Quarterly Report - October-December 1998 
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Quarterly reports are subm~tted by CAI1 to 1MSSAIPMU 

Currently, quarterly reports are submitted by CAI1 to PMU The purpose of 
these reports i s  to track and document progress regarding planned activity 
within the quarter The reports also Include issues relating CAI1 being able to 
carry out its agreed mandate, as the M&E sub-contractor 

Perusal of the quarterly reports indicates that the PMU has been effective in 
undertaking the activities outlined in their workplan (see section on PMU 
achievement against workplan) 

The reports h~ghl ight useful information regarding the implementation of the 
process, particularly highlighting areas of weakness which require attention 
or improvement, for example, a critique of the qual~ty of subgrantee M&E 
reports or the institutional assessments in the second round of awards 

The M&E funct~on is not fully rntegrated mto the project management 
process 

Based on interviews w~ th  both the PMU and CAII, there is agreement that 
M&E IS currently not as integrated into the overall project management 
process as it should be 

This is  not to argue that there has not been any integration For instance, CAI1 
were involved in the first round of RFA's In the second round of RFA's, CAil 
was even more involved in the process of assessing and selecting institutions 
It should also be emphasised that the contract between the two parties states 
that CAI1 has to be involved in meetings and workshops directly related to 
their work to fac~litate th~s integration 

From the perspective of CAII, the major difficulty regarding an integrated 
approach has been that CAI1 does not have anybody based at IMSSA as a 
res~dent team member This is largely due to problems experienced right at 
the outset of the project 

This has made it difficult to deal with issues as they arise A case in point 
would be the institutional assessment tool or the assessment process In the 
second round of RFA's Both CAI1 and the PMU agree that the tool has 
certain iimitations If a CAI1 person was part of the core team, this issue could 
have been addressed effectwely because there is first hand information (and 
experience) regarding the limitations of the tool Likewise, if CAI1 had seen 
certam problems with the quality and extent of institutional assessments in 
the second round of RFA's, this could have been addressed (see discussion 
on institutional building) 
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The perspective of iMSSA/PMU i s  that CAWS locatmn In Pretoria has 
hampered the level of communlcatlon and interaction The PMU has also 
volced concern that sub-grantees have not interacted/commun icated wlth 
CAI1 as much as they should have 

However, the essence is that both parties agree that there IS a need for 
increased (funct~onal) interact~on/commun~cat~on between CAI1 and PMU 
Currently, there IS a process to appomt a project mon~tor, and dependmg on 
the role of this person IS defined, th~s may help to Improve the level of 
r nteractlon 

Recommendatron 

The project monrtor should be appornted as a matter of urgency so as to 
address the current gaps whrch exlst rn terms of M&E berng centrally 
incorporated lnto project management process CAIl need to rdentrfy a 
specrf~c trmeframe rn terms of when thls wrll be done 

The development of the integrated d~spute resolut~on system (IDRS) has not 
adequately involved the M&E component 

Currently the IDRS process IS In ~ t s  research phase The output of this phase 
will be a research report that will inform the des~gn phase Whlle lt i s  
perhaps the nature of the f~rst phase of work, ~t appears that the consultants 
have worked falrly independently of the sub-grantees, the PMU and CAI1 
Whl le CAI1 reports on the mvolvement of partlcipatmg sub-grantees14, most 
sub-grantees appear to be 111-informed as to what IS happenmg There appears 
to be a lack of comrnunlcation between the consultants and sub-grantees 
The fact that the last workshop set up d ~ d  not material~se, sub-grantees are In 
a state of llrnbo not knowlng what information they need to capture or how 
to give Input to the adv~sory committee or appointed consultants The PMU 
feels that adequate commun~cat~on around the IDRS has taken place 

Recommendatron 

Proper mechanrsrns for CAI1 to actrvely monrtor the IDRS process should be 
defined 

l4 Quarterly Report - October-December 1997 
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CAll has developed a scope of work and sub-contracted the mrd-term 
evaluation team 

The current m~d-term evaluation has been commissioned by CAI! as part of 
~ t s  M&E mandate The sub-contrading of the evaluation has created the 
opportunity for CAI1 to evaluate its own role in the process of prov~ding M&E 
services to the project 

The followrng recommendations are made in relatlon to the findings and 
analysis discussed above 

3 1 1 7  PMU Management 

The structure of the PMU is  d~scussed In the section 1 2 

Clear management functions are undertaken by the Head of the PMU, the 
Accountant and the Technical Support Advlser The Head of the PMU 
prov~des the common link that ties together all the different functions While 
the unlt members fulfil thew particular responsrbrlrties, the Head of the unlt 
sees to quality control and assumes final responsibility and accountab~hty 

The rigor associated with planning and the formulatron of detailed 
implementation plans usmg what seems to be the logical framework, has 
significantly impacted on the manner in which the PMU undertakes its work 
In addition, the PMU presents itself an outcomes oriented team that, whlle 
expecting each member to be self-managing, also provldes mutual support 
and assistance 

3 1 2 PMU's achevement against work plan objectives 

In the following section, the PMU workplan IS assessed to determine what 
has been achieved and what 1s sti l l  outstanding The latest version of the 
workplan, interviews with the PMU team and all quarterly reports to date 
have been used in the assessment 

The current workplan IS derived from the detail of the contract between 
USAID and IPMU It should be noted that two elements, the development of 
implementation plans for sub-grantees and the provision of TA and training to 
sub-grantees, while not specifically mentioned in the contract are key aspects 
of how IMSSA has taken the in~tiative to shape the umbrella grant process 

The in~tral work plan for the PMU ran from November 1996 to December 
1998 This t~me frame has been extended to June 1999 and the workplan 
revised accordingly 
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One of the mam mot~vatlons for the extens~on of the ttmeframe was the 
tremendous amount of time spent In 1997 on developmg tools and 
procedures regardmg grant management Whde the t~meframe has been 
extended by SIX months, the overall budget for the process remams the same 

The workplan ~dentifies the followmg major activ~ties to be ach~eved by the 
PMU 

- Strengthenmg of IMSSAIPMU team 
- Determ~nat~on of the pr~ortty sector 
- Grant makmg and management steps 
- Monrtormg and evaluat~on framework 
- Technrcal support (~ncludmg tralnlng and development) 
- The fmal act~v~ty wh~ch IS not ~ncluded In the current workplan IS the 

development of an mtegrated d~spute resolutions system (IDRS) 

3 Strengthening of IMSSAIPMU team 

Thls actwlty rncluded among other things, the establtshment (recru~tment) as 
well as the capacity bu~ldtng of staff, the settmg up of admmrstratwe 
framework and rnfrastructure, the appomtment of M&E speclalist 
subcontractors and setting up of a board of trustees and mternal select~on 
comm~ttee 

All of these sub-act~v~t~es have been achieved However, the capaclty 
bullding of the PMU is an ongoing process ~nformed by part~cular needs 
arwng out of the project process In part~cular, the need for fmanc~al 
management tramng for certain staff members has been ~dentrf~ed 

3 Determmatron of the pr~or~ty sector 

The ~dent~flcat~on of the prtor~ty sector IS descr~bed In deta~l above Act~v~t~es 
have been completed, In accordance w~th  the workplan 

> Grant making and management steps 

The grant-making process IS d~scussed In deta~l above It has been completed 
accordmg to the workplan, but wtth some refmements bemg made 

The process took much longer than expected This was due the fact that the 
grant makmg and mon~torlng system had to be developed and consol~dated 
Furthermore the stringent requ~rements In terms of proposals meant that sub- 
grantees went through a process of subm~ttmg and re-subm~ttmg proposals 
The assessment of rnstltutions as well as the decis~on to conduct 
~m plementation plann~ ng workshops meant the overall process was delayed 
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by srx months As a result of this the process has now been extended by six 
months 

P Mon~torrng and evaluat~on framework 

Most sub-actrvrtres In terms of the M&E component have been completed 
However, certarn areas such as trarnmg of sub-grantees and the further 
development and refrnement of M&E tools have been rdentrfred as requrrrng 
further attentron The need to develop approprrate baselrne data regardrng 
rnstrtutronal capacrty has also been rdentrfred 

The detarled refrnement and the operatronalrsat~on of the database still needs 
to be finalised 

TechnrcaZ support (~nclud~ng trarnmg and development) 

To date a range of technical assrstance and trarnmg has been grven to sub- 
grantees Thrs rncludes actrvrtres such as the development of rmplementatron 
plans, development of operat~onal polrcres and procedure and on the job 
training In frnancral management systems 

A trarnrng needs analysrs has been completed as well as specrfrc trainrng 
programmes 

However, In terms of the prrorrtrsed trarnrng needs, a number of trarnrng 
programmes strll have to be completed These rnclude among others, 
programmes on project management, strategrc plannrng and Organrsat~onal 
Development and Change Management 

It must be noted that need for follow up ~nstrtutronal assessment has been 
rdentrfred and that thrs may have rmplrcatrons In terms further technical 
assistance and trarnrng The Issue of buddrng sustainability wrll be lrnked to 
this process of further assessment 

P Integrated D~spute Resolution System (IDRS) 

The decision to develop an IDRS was taken at the first rmplementatlon 
plannrng workshop attended by NWPLM, CDRT, CPF, ACCORD and KBT 
The sub-grantees recognlsed that drspute resolution systems are berng 
developed In all communltres rnvolved in the project and that there would 
be value In ensurrng coordrnatron around the development of a common 
framework for drspute resolutron 

It was recommended that IMSSA/PMU take responsr br l rty for coordmating the 
research and desrgn of such a system 
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Fallrig a call for an expression of Interest from known 'non-prof~t research 
organisatlons (CBDP, PLANACT, WFC, CCR, CPF, CASE, RDC and CDRA) a 
decis~on was taken to employ the Centre for Conflict Resolut~on (CCR) and 
Dan~el Nmo 

The followmg broad phases have been defined 

* the research phase ( completed) 
the des~gn of a prel~mmary model and the development of tra~nmg 
mater~ais 
p~lotmg and tralnmg of trainers 

* ~mplernentat~on of the system and evaluation of the system 

The research phase has just been completed and the followmg sub-grantees 
were supposed to have played a role In the data collea~on phase (CDRT, 
NWPLM, KBT and CCR However, ~t must be stated that both CDRT and 
NWPLM when rnterwewed could not say much regardmg the IDRS and both 
appeared uninformed 

Nevertheless, the research has been completed and a prehmmary model wdl 
be presented on the 29 Apr~l 1998 

As can be seen from the above, the PMU have ach~eved many of the 
actrv~t~es in ~ t s  workplan However, the real~ty is that there 1s less than a year 
remains for sub-grantees to ~mplement therr programmes Many of the sub- 
grantees who have started In thls year w ~ l l  have to push hard to attain the 
impacts they have planned for Thus, ~t IS imperative that the IMSSNPMU 
together w ~ t h  CAI1 do what they can to prov~de further mst~tut~onal support 
and capacity buddrng 

3 1 3 Compliance w~th  USAID's standards of programmatic and financral 
accountabilrty 

3 1 3 1  Programmatrc 

In lme w ~ t h  the results framework presented In Sect~on One, the PMU has 
put In place systems and processes to ensure that the programmatic 
requ~rements of USAlD are adhered to 

Specrficat~ons outlmed In the contract have been captured in the workplan 
and, as reflected In sectron 3 1 2, acttvtties outlined In the workplan have 
largely been undertaken 
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Report~ng mechan~sms are In place, through the mvolvement of CAII, €0 

ensure that USAlD receives mformat~on rn line w ~ t h  the results framewock 
negot~ated wrth IMSSA 

An amenable workmg relat~onshrp has developed between the part~es, ss, 
that issues of concern can be dealt wrth a co-operatwe and profess~onal 
manner 

Wh~le the umbrella grant IS the first of its kmd to be Implemented In Sough 
Afr~ca, ~t appears to be funa~on~ng more In line with a contract rather than a 
co-operatwe agreement, which by defin~tion involves a greater deal of 
mvolvement on the part of the donor agency in programme des~gn and 
~mplementat~on'~ Th~s IS not necessarily an Issue of concern, cons~der~ng the 
fact that the purpose of the p~lot IS to rdentrfy a workable model for the 
umbrella grant and rndrcat~ons are such that the PMU IS ach~evmg I& 
objectives In thrs regard Th~s will be an lmportant Issue to h~ghlrght rn the 
final evaluat~on process 

3 1 3 2  Fmancral standards 

The PMU has put In place f~nanc~al management systems to enable rt to 
produce fmancral reports In line with requrrements of USAID The umbreila 
grant follows the normal USAlD procedures where requests are submitted 
monthly As noted above, small delays have been exper~enced rn recelvlng 
d~sbursements from USAID, but these have been dealt wrth through an 
arrangement between the two parties 

An internal arrangement agreed to between USAID and PMU, allows the 
PMU to request two month advances and to account for previous 
expenses In month three This arrangement has not been communicated 
t~meously to all the concerned staff members of USAlD As a solut~on, the 
SO1 Programme Manager has been proactive In ensuring that ail the 
requests are received and attended to lnsign~ficant delays ~n 
disbursements have been experienced due to the long processing time 
The fact that USAlD In 1996 switched from a three monthly to a monthly 
disbursement rate has not mproved the process of prompt d~sbursement 
pay-outs 

In general, USAlD IS sat~sfied that fmanaal standards are bemg adhered to, 
but w~ l l take into account suggest~ons arlsing from the aud~t bang conducted 
on the PMU 

l5 Th~s Issue was not d~scussed In detail wth USAlD and therefore the Agenc~es comments rn 
th~s regard would be useful 

42 
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3 1 4 Assessment of sub-grantee programme management 

Assessing sub-grantee programme management IS a d~ f f  lcult task at th~s point 
In time The majority of sub-grantees only started thew programmes in the 
period of December 1997 to January 1998 Only two started last year in June 
4 u IY 

Overall, the response of the major~ty of the sub-grantees towards the 
umbrella grant principle w ~ t h  all ~ts procedures and systems has been 
positive 

A number of the issues highl~ghted here are ra~sed in the section on 
instltut~on buildmg Nevertheless, a few comments need to be noted 

Firstly, there appears to be differlng responses from organisations who came 
mto the process 'inst~tutionally strong' and those who were 'institutionally 
weak' 

Wh i le all organ isatlons benef~ted from the rigorous process of developing 
rmplementatron plans, it is clear that these plan may requlre some review 
given the realit~es organisat~ons are experiencing regarding implementat~on 

This revrew process will requlre certam re-negotiation and th~s IS where the 
stronger organisations will be better placed to assert their new requests 
However, some of the organ~sations who are weaker appear to think that 
their ~mplementation IS plan totally non-negot~able even though they may be 
encountering issues for which that had not planned 

Thus it is Important for the PMU to assist these organlsatlons to revsit their 
plans to ensure that organisat~ons make the necessary changes where these 
are justified (see sub-grantee reports for specific examples) 

The Issue of communication may also have an impact on programme 
management Th~s IS particularly true where there is a geograph~cal separation 
between head office and regional offices 

Interviews wi th regional offices have demonstrated how this geographlcal 
separation leads to admlnistratwe delays (disbursement of funds to reg~onal 
off ices) because the accountant or director at head office 1s not ava~ lable 

Therefore ~t IS Important for the PMU to examine specrfrcally how 
geograph ~cal separatlon is r mpactmg on programme management This could 
be done as part of the process of institutional reassessment as has been 
recommended 
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Ftnally, it is of concern that most subgrantees (as ind~cated In thetr 
implementatron plan) do not have detailed action steps on how to get from 
noting that train the trainer workshops will be conducted to actually 
implementing the process, for example, developing criteria to select trainers, 
screening and selecting trainers, developmg material both on dispute 
resolution and effective training techniques, getting selected trainers 
committed to attend the tralning process, developmg evaluation schedules to 
assess competence of trarners and setting up p~lot  sessions where these 
assessments can take place 

It i s  a concern that such processes are berng underestimated and that the 
PMU has to assess whether sub-grantees have thought through this detatl 

Sub-grantee plans need to be revrewed now that there IS a greater 
apprecratron of the realrty of the local government sector Thrs needs to be 
done rn conpnctron wrth the applrcatron for further fundrng not just on the 
basrs of respondrng to an unplanned for need, but must be pre-ernptrve for 
the duratron of the grant Th~s includes responding to the plethora of needs 
expressed by cornrnunrtres, whrch often do not fall wrthrn the scope of the 
lMSSA brief Strategy need to be determrned as to how the extraneous Issues 
need to be dealt wrth 

3 2 lnstrtutron Burldmg 

In the following sectlon, common or cross cutting issues relating to Institution 
building are raised lnstrtutron building is broadly deflned as including 
elements such as programme des~gn, structure, systems, process, procedures, 
functions and resources (hurnadphysical/technolog~cal/f~nancial) The issues 
raised in th~s sectlon are mtended to assist In the process of increasing the 
effic~ency and effectrveness of the organrsatrons wrth regard to workplan 
goals 

The dlscuss~on w ~ l l  focus frrstly on the PMUllMSSA (rncludrng CAII) and 
secondly on the sub-grantees in general 

3 2 1 PMU/IMSSA (~ncludrng CAII) 

In this sectlon, rnstitutional building Issues In relat~on to the PMU, and CAI1 
as its sub-contractor, are d~scussed The link between the PMU and IMSSA is 
discussed to assess the extent to wh~ch IMSSA has benefited from the grant 
The conceptual framework outlrned in the section focusrng on methodology 
has been utilised to order discussion rn this section 
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3 2 1  1 Human Resources 

The PMU is appropr~ately conceptual~sed and staffed for the scope of work 
attributed to rt 

With regard to sk~lls and capacity, mterviews w~th  the PMU staff in relation 
to the workplan objectives revealed that PMU staff feel that their current skdl 
and capaclty is  adequate to meet the set objectwes Certam areas for staff 
development have been identifled and are in the process of bemg addressed 

Conflict resolution skills 
Financial management 
Report wrttlng 
Computer skills 

0 Monitoring and Evaluat~on 

The speclfic gap ident~fied in the PMU relates to monttoring and evaluation, 
wtth the view being expressed that an additional core team member, tasked 
w ~ t h  M&E would have completed the team profile The appomtrnent of the 
Project Monitor will address the gaps ldentlfted rn terms of M&E 

3 2 1 2  Structure, Systems and Processes of the PMU 

The management structure of the PMU IS clearly deflned wrth each 
member hav~ng clear areas of responslbllrty 

The relationsh~p between IMSSA and the PMU is clearly def~ned, with no 
s~gnificant examples of lack of clar~ty about role or function being cited 

Financ~al and admlnlstratlve systems are eff~crent and enable the PMU to 
work effectively 

Most grantees reported a h~gh level of admintstratwe competence from the 
PMU team In addition, the PMU team rs generally described as accesstble 
and willing to assist The tools, systems, instruments, processes and 
framework put in place by the PMU would ensure that, with addit~onal staff, 
it could effectively handle an increased number of sub-grantees 

The role of the PMU In capturmg and synthes~smg new knowledge and 
fac~l~tatmg collaboratwe relatlonshrps a not clearly reflected In the 
processes currently In place 

All sub-grantees should avoid becoming islands in the sector, relymg solely 
on the~r own resources and processes There needs to be greater co-operation 
and synergy In terms of delwery, In the sharmg of experiences and lnslghts 
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and rn the development of material products IMSSA / PMU needs to be 
proactrve In this regard as it will help in consolidatrng the resources and 
energy within the sector 

The PMU can play an invaluable role in capturing new learnrngs that are 
being generated out in the field At present, Project Manager meetmgs 
provide a forum withrn which the sharlng of ideas can take place, but sub- 
grantees generally feel that this is too limited and does not provide strong 
enough mechanisms to share information on an ongoing bass This could be 
taken to the extent of sub-grantees working in the same province producing 
one composite set of materials and trainrng courses The issue of 
coordination and pooling of knowledge i s  however, complrcated by the fact 
that sub-grantees are also protectwe over the work that they have produced 
and because they now operate In a competltive environment, are not always 
willing to share the Innovatwe work that they have generated Linked to th~s 
is the issue of what mechanisms need to be used to ensure that sub-grantees 
benefit from knowledge that is bemg created or in the instance of sub- 
grantees working in the same province, should trarning and material be 
consistent For example, UMAC has developed a document on the role of 
traditronal leaders and thrs should be brought into the broader process? 

Recommendation 

The PMU, In drscussron wrth sub-grantees should defrne a clearer process for 
rntegratmg new learnrng and capturrng ~t rn a form that wrll make r t  
accessrble to sub-grantees and the broader communrty On therr part, sub- 
grantees need to ~ndrcate level of wrllrngness to share ~nformatron and work 
In a co-operatrve manner 

3 2 1 3  lnst~tut~onal Development / Benef~t To IMSSA 

One of the alms of the umbrella grant making process IS to contribute to the 
development of the rnstitution hosting the umbrella grant Interviews with the 
Nat~onal Director of IMSSA and members of the PMU team have revealed 
the following benef~ts 

At a strateg~c level, IMSSA's association with PMU has allowed IMSSA to 
open doors to new areas An example of thrs i s  Mpumalanga where 
IMSSA is  being engaged by the Premier to unpack and develop areas such 
as cooperative governance and managing inter-party tension 

The umbrella grant process has allowed IMSSA to develop project 
management experience and capacity which creates options for the 
future An example of this would be the possibility of IMSSA acting as an 
agency for NOVEB due to its experience in grant management processes 
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I 
o In terms of management processes, IMSSA has taken on board the 

framework PMU uses to develop workplans In addition, the financial 
management capacity of PMU IS being used to refine IMSSAfs internal 
fmancial management system 

The skill and expert~se of PMU staff IS d~rectly addmg value to IMSSA 
processes An example of thts was the value added by the Head of PMU 
in planning the IMSSA conference on Mediation In Afr~ca to be hosted in 
August 1998 An additional example is the assistance provrded by the 
PMU Accountant to IMSSA personnel on the costmg of branches and the 
provision of emergency assistance, when required 

The amount charged by IMSSA for administrative support is very modest, and 
was charged at a low rate because lMSSA had not previously administered a 
programme of th~s type Based on the experience obtained, lMSSA will be 
able to charge a higher fee for administratwe support In the future 

3 2 2 Sub-Grantees 

3 2 2 1  General Issues 

With regard to institution building of sub-grantees, it i s  ~mportant to note that 
there was right from the outset, varyrng degrees of capacity among the sub 
grantees If a comparison is made between CCR and KBT, for example, it 1s 
clear that they have entered the process at very different polnts (see 
mdividual sub-grantee reports below) Th~s distinct~on IS important since the 
value added to institutions through the grant-making process (including 
training and technical assrstance) will be relative Gwen this, the findrngs 
discussed In this section may not apply umformly to all the sub-grantees 

The process of lnst~tut~onal assessment y~elded ~mportant ~nformat~on 
regardmg mst~tut~onal capac~ty build~ng 

The process of bur lding inst~tutional capac~ty started wi th PMU/IMSSA and 
CAI1 staff doing institutional assessments of potential grantees using a tool 
developed by CAI1 The tool was designed to assess organrsations potential 
capacity to meet USAID's accountability requirements, establish an 
organisat~onal capac~ty baseline, ident~fy further training and TA needs and 
provlde a basis for developing M&E plans and tools 

The in itial institutional assessments (f~rst round of RFA1s) conducted revealed 
a number of areas where sub-grantees felt particularly weakT6 The 

l6 Quarterly Report - July-September 1997 
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organ~sat~ons assessed rncluded ACCORD, CDRT, CPF and NWPLM These 
~dentrf~ed areas of weakness rncluded 

Mon~tormg and evaluat~on 
e Programme rmplementatlon plannmg and development 

Proposal writing (and other areas related to developmg organ~satlonal 
sustainab~l~ty) 
Strategrc planning 
Fmanc~al accounting and management (systems and capac~ty) 

These fmdings formed the bas15 for the planned technical assistance and 
tramlng to be done w~th  the sub-grantees (see section on IMSSNPMU 
workplan and TA and training) 

A number of problem areas were Identified In relatron to the process of 
inst~tutlonal assessment 

The problem areas relate both to the tool used as well as the process of 
implementing the tool 

The manner In wh~ch the tool was mrttally conceptuallsed was as a means of 
providing the PMU w ~ t h  rnforrnatron about the sub-grantees In the areas 
outlmed above It was not concewed as bemg used for the purposes of an 
mst~tutional audit, y~eldmg ~nformat~on that could be util~sed to form baseline 
data agamst wh~ch progress could be evaluated 

Followrng the frrst round of assessments, it was felt that the tool was too 
deta~ led and attempted to capture organlsat~onal ~nformat~on that was not 
necessar~ly relevant Also the fact that only head off~ces were vlsrted and not 
the satellite or reg~onal off~ces meant that not all relevant mformation was 
captured 

Furthermore, rt was later d~scovered that CPF was on the verge of 
d~sappearmg or that there had been no prror collaboration between 
ACCORD and KBT regarding thelr subm~ss~on Th~s meant that KBT's 
capaclty would have gone unassessed Th~s ralsed concerns regarding the 
assessment process 

In terms of the process of instrtut~onal assessment In the second round, CAI1 
reports that the analysls of ~nformat~on emanatmg from these assessments has 
not been completed 

Furthermore, the qual~ty and extent of the assessment and the mformation 
gathered has been found to be ~nsuffrc~ent In certam aspects, due to the 
nature of the tool, the adminlstrat~on of the tool and the Issue of time 
ava~lable to assess each ~nst~tut~on 
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With regard to the tooi, it should be noted that there were revisions made 
before the second round of RFAs However, d~scussions with both CAil and 
IMSSA have revealed that the tool still has certain lrmitations (e g capturing 
specif~c information on management systems in place) CAI1 is  currently 
accessmg s~milar work done by its rnternational partners with a vtew to 
making further revisions to the tool Furthermore, a preliminary assessment of 
the tool is presented below and this may be used to further inform the 
revision of the tool 

Assessment of lnst~tut~onal Assessment Tool 

The following comments are part of a preliminary assessment of the tool and 
in no way claim to be a comprehensive assessment The comments are made 
to assist in the process of revising the tooi 

The tool conflates a range of issues of inst~tutional capaaty, 
requirements/tasks of the particular sub-grant and the rnstitutions 
understanding of the contextfterrain While these are important, it would 
help to the separate the issues 

In terms of assessing rnstitutional capac~ty, there should be a clear focus on 
defining current status Key issues such as missions/strategy, structure, 
management systems/processes, pol~c~es (adminrstrative/HR), core functions, 
roles/responsibilit~es, staffing levels, products/services and clients need to be 
assessed 

For example, 

MmronlStrategrc Plan 

What is the vision/mission of the organisation 
Does the organisatlon have a strategic plan/business plan (what are the 
strategic objectives) 

a What is  your strategy regarding sustainabi lity 

Descrrbe the current structure/organogram and accountab~iity mechan~sm 
(e g management board, management etc) 
Are there clear/documented roles and responsibd~ties in relat~on to the 
structure? 
Relationshi ps between head office and regronal office (delegated 
authority) 
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What are your current core functrons (e g research, tra~ning)? 

Products And Servrces 

a Descr~be the range of services and products you offer 
o Who are you currenthecent clients? 

Are the sewlces packaged and ready to be del ivered? 

Based on the above lnformatlon from the respondent, the assessor should 
then go about assessing the match between the current status and the 
requ~rements of the sub-grant Othenvlse the respondent merely says what 
the assessor wants to hear 

For example 

1 3 your current purpose is not in alignment with the objectwes of the sub- 
grant, how will you address this? 

2 3 your description of your management capaclty suggest that you will have 
d~fficulty managing the current sub-grant, how wrll you address this 

5 3 your resources at your regional off~ce that will be dehvering services is  
very thin, how w ~ l l  you address th~s 

In addrtion to the separation and the process bemg suggested above, the tool 
needs to be more specific in assessing key issues such as management 
systems (e g financ~al, performance management etc) 

For example, 2 2 'how does management functron?' rs very broad 

There are also virtually no quest~ons around structure apart from 1 1 'does 
your organisatlon have a management board?' 

Based on the above analysis, the following applies 

Recommendation 

The rnstrtutional assessment tool needs to be revrsed as a matter of urgency 
Thrr should be done in conjunaron with specrahst expertrse rn the area of 
organrsatronal development auditrng 

The PMU and CAll should plan another round of rnstitutronal assessments 
wrth the specrfrc view to 
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e establrshrng proper basei~ne rnformatron (even rf the current status 
rncludes new capacrty that has been burlt subsequent to the grant-thrs 
can be captured) 
establrshrng the match between current capacity and the 
exrstrnglchanged rmplementatlon plan (the followrng rec~mmendatron 
has to be read In relat~on to the recommendatron on revisltrng 
implementatron plans 

The grant making process, and the consequent techn~cal ass~stance and 
tramng, has already asslsted organisat~ons In buddmg thew tnstrtutions 

Most organ~satlons have spoken very positwely about their involvement In 
the process part~cularly from an rnstltutlon bu~ld~ng pomt of vlew Spec~f~c 
issues that have been ~dent~f~ed lnclude the followmg 

The process of developrng ~mplementat~on plans has left organrsatlons 
feelmg that they are now empowered to apply the methodology to future 
projects or tenders with wh~ch they may be rnvolved In particular, the 
issue of matchmg plannmg to budget~ng process has been a learning 
process 

The workshops on organ~sat~onal policy and procedure and the processes 
of developing documents In thls regard has meant that lnstitut~ons will 
soon have documented frameworks to guide thew operatronal 
funct~onmg Th~s has been described as extremely useful by most of the 
su b-grantees 

The f~nanc~al reportmg and monltormg system appl~ed by the PMU has 
meant that a number of organ~satlons have had to develop proper 
capac~ty to Implement and maintam effective f~nanc~al management 
systems In add~t~on, sub-grantees have reported that the PMU IS 

prowding useful support In thls regard, wh~ch IS maklng the goal of 
b u ~  ldr ng f~nanc~al management capaaty a real~ty 

Many sub-grantees spoke very pos~t~vely of the report writmg trarnlng that 
they rece~ved However, these comments have to balanced agalnst the 
fact the quallty of reports stdl require further Improvement 

There are s t i l l  a number of areas of rnst~tutional weakness that require 
addressmg 

Desprte the gains made in the project to date, there are still areas of 
~nst~tut~onal weakness that need to be addressed Th~s IS lrnked to a range of 
Issues 
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Organ~sations have been naive about, or overstated, thew capacrty 

The complex nature of the local government sector and the fact that most 
organrsatrons do not have a track record of working drrectly In the local 
government sector 

It IS agarnst th~s backdrop, that the followrng instrtutronal Issues that emerged 
from the evaluat~on are raised 

3 2 2 2  Management Issues 

Where there IS a head offrce (geograph~cally separate) and a reg~onat 
offrcelregronal delrvery, there appears to be a lack of effectwe 
commun~cat~on, role clarrty and delegation of authorrty (what can be 
decrded at regronal offrce) 

The expressed need from certarn organrsatrons to engage in strategrc 
plann ing processes to help chart some d~rectron of where the organrsat~on 
IS going part~cularly from a sustarnabilrty perspective These sessions are 
also expected to assist rn addressmg some of the problems ra~sed In 
regard to commun~cat~on, role clar~ty and structure 

Developrng financial management capacrty of sub-grantees 

3 2 2 3  Resource Issues 

In some rnstances, the real~ty IS that there may have been an underestrmatron 
of resources requr red to effrcrently real rse the programme objectrves There IS 

thus a need for organrsat~ons to revrsrt therr rmplementatron plans and to 
negotrate w ~ t h  IMSSA as to how these resource gaps can be addressed (e g 
CCMR need to appomt an offrce admmrstrator, KLTC requlres a f~eldworker 
based in Mpumalanga) The Issue of related skrlls and competencies also 
needs to be addressed 

Sub-grantees need to be proactive in the building o f  thelr capacity and 
should not merely wart for the inrtlative o f  the PMU Trarning programmes 
that are valuable or tramers who are excellent, need to be recommended to 
the PMU and to fellow sub-grantees who may have the resources to contract 
rn the benefit In short, subgrantees have to take responsibrlrty for &err own 
capacity building, whrle utilrsing the support made available by the PMU 
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3 2 2 4  Programme Issues 

In this respect, there are some key issues 

Generally, the timeframes for implementation are very tight 

There is a lack of detatled activity plans regarding the development of 
material, the pilotmg, evaluation and validation of materral (quahy, 
relevance, level) 

There is a lack of detailed activlty plans outlining the seleaon of trainers, 
the training of trainers, the evaluation of trainers 

Lack of clar~ty as to how training programmes / workshops would be 
evaluated (process and tools) Where tools ex~st they are either very 
quantitative or very general 

Lack of clear follow up mechanisms beyond the trainmg to evaluate how 
beneficiaries have benefited 

Part of the revrew of the rmplementatron plans 1s to burld m the valuable 
processes (rncludrng the development of systems, procedures, executive 
counselrng or other) that unfold rn the process towards capacrty burldmg 
The preoccupatron wrth trarnrng (even though requrred by the brref) must be 
located rn a broader context of value addrng processes and actrvrty that all 
sub-grantees are engagrng The Impact made rncludes the value added 
processes along the way, the krnds of support (even small or seemrngly 
rnsrgnrfrcant), the in-depth mteractrons that prove to be of great help at the 
end of the day and the rnterventrons needed rn what may seem to be 
mundane rssues These all add up to the what the sub-grantee may mean to 
the benefrcrary at the end of the day 

3 2 2 5  Sustamabhty issues 

Sustainability strategy is a vexed issue since one needs to be careful about 
expectat~ons and respons~b~l~ties declared In thls regard The Impact on any 
donor-based process where funds are d~sbursed in exchange for work done IS 

slgnlflcant to mterrogate The ha1 ha rk  of success is  when a sub-grantee IS 

weaned off the supply the funds Fundlng has its limlts and organlsations 
need to assume responsibility for their own survwal The difficulty ofcourse IS 

to establ~sh indicators of successful sustainability strategy that each 
organisation needs to have In place at the end of the programme Thls needs 
to happen without IMSSA unrealistically committing itself to doing more than 
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what it IS capable of dolng, and to what ~t has comm~tted ~tself In terms of its 
three core respons~bilities In any case, IMSSA has to ensure its own 
susta~nab~l~ty 

The emphas~s for IMSSA must be on sustainabrl~ty strategy and not ensuring 
the sustarnab~llty of the sub-grantee ~tself The key challenge IS assisting the 
sub-grantee to develop a vlable sustalnab~llty strategy framework given where 
the organ~satlon IS at and to define an ~mplementatlon plan wrth performance 
measures to effect thrs Th~s lmphes that each sub-grantee needs to be 
asslsted lnd~vrdually as a customlsed plan will be of greater benef~t than a 
generlc one 

The process of terrnmat~on IS most crltlcal for IMSSA to effect and thls has a 
d~rect bearlng on the question of susta~nab~l~ty and the capacity of sub- 
grantees (especially the weaker ones) to survrve post thejr grant period The 
probabrl~ty of dependence on IMSSA cannot be overlooked and a 
termmation process at least three months prior to the end of the grant perrod 
must be set In motlon It IS durlng this phase that sub-grantees have to come 
to terms wlth the prospect of no further fundmg nor technical ass~stance that 
they have previously been enjoying It i s  also during thls phase that the PMU 
staff wi 1 l ass~st all sub-grantees to concentrate on thew own sustai nab1 l ~ t y  
strategy and plans 

Recommendaflon 

The focr o f  the lMSSA rnterventron rn thrs regard should be on the followrng 
Assrstlng the sub-grantee formulate a vrable sustarnabrlrty strategy 
framework through an organrsatronal development rnterventron process 
Thrs has to focus on short to long term actrvrtres that need to be 
undertaken 
Identrfyrng further capaaty burldrng needs rn helprng to ensure the 
operationalrsatron of  the above-mentioned framework focusrng on the 
most salrent needs to be addressed and drawrng subgrantees together 
where therr needs are the same The stronger organrsatrons wrll drffer rn 
therr needs and may need a separate programme 
Organrsrng a workshop for all sub-grantees to facrlrtate a sharrng of  rdeas 
and rn partrcular, explorrng the rdea of partnershrp formatrons and lornt 
tenderrng where feanble 
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At the time of the m ~ d  term evaluation, most sub-grantees had not begun 
the~r actual tramng of benef~ciar~es Most of the trrne up to now has been 
spent on bullding organrsat~onal capac~ty and engagmg In processes of 
consultat~on to lay the foundat~on for the intervent~on Gwen th~s, the 
comments in th~s section w ~ l l  be restrrcted to the two ~ n ~ t ~ a l  Sub-grantees 
from the first round of the RFA, that IS, the North West Paralegal Movement 
(NWPLM) and The Commun~ty D~spute Resolut~on Trust (CDRT) Also, 
comments w ~ l l  focus on actions In relat~on to benef~c~ar~es 

3 3 1 lmtlatives undertaken th~s  far 

9 CDRT 

The above lnst~tut~on has engaged in a broad process of consultat~on and 
identifled the followmg areas of mterventlon (see CDRT report below) 

Development of commun~catron and med~ation skills through the trainmg 
In med~ation, negotiatron, fac~l~tat~on and leadership sk~lls 
The establ~shment and ~mplementatron of drspute resolution systems at 
local government level 

CDRT has developed the necessary mater~als (manuals for tramers and 
tramees) and have translated these Into Xhosa 

The ~mplementatron of the tram~ng process could not get under way due to a 
range of d~ff~cult~es related to context w ~ t h ~ n  wh~ch the programme IS located 
(see Report Below) This has meant a need to revlew the CDRT plan, whlch 
IS planned for Aprd 

Thus far, only f~ve workshops (91 partic~pants) have been completed In 
terms of the add~tronal areas, the total number of workshops to be completed 
IS th~rty-nme 

Prel~mrnary assessment of some part~c~pants (5 counc~lors from Mt Ayl~ff) 
md~cate that the mterventrons have contr~buted to a nurtur~ng of 
commun~catlon between the drfferent stakeholders and that there IS a 
readmess to talk about Issues wh~ch cause d~sharmony The understandmg of 
d~fferent roles and med~at~on skdls were also c~ted as useful The fact that 
Ch~efs In the area have also been very keen to have all thew leaders tramed 
(nobody wants to be left out) IS positwe In terms of how the programme i s  
bemg v~ewed (although th~s could present d~ff~cultres In terms of numbers to 
be tramed) D~scuss~on with trainees also md~cate that they have a good 
understandmg of what CDRT wants to ach~eve 
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With regard to the IDRS, CDRT are currently uncertam as to what they are 
expected to do While they contributed to the inlt~al research phase (v~srt by 
the consultant, 0 Nrna), there has been little cornmunlcatlon or contact since 
then In particular, the organisation IS concerned about its future role, 
particularly from the point of vrew of what mformatlon should be 
documented to feed into the development of the system 

R NWPLM 

The NWPLM consultation process rnvolved the settlng up of separate 
meetings (formal and ~nformal) w ~ t h  the followmg stakeholders (CIVICS, key 
youth leaders, local government off~cials, councilors and tradlt~onal leaders 
These meetlngs were fac~lrtated by fleldworkers from the part~crpatmg 
centres A meetmg of these fac~l~tators was then organ~sed to consolidate the 
findmgs from the consultation process The followmg object~ves were then 
consol  dated 

To enhance relationshrps among role players through role clarlficatron 
wrthrn the context of commun~ty development (through workshops w ~ t h  
role players) 
Strengthenmg the confl~ct management skills amongst the ~dentlfied 
stakeholders 
To mtroduce IDRS to inst~tutions/stakeholders In local government 

The facdltators meeting was also used to identlfy the specrflc stakeholders to 
be trained (see NWPLM report October-December 1997) 

The development of tralnmg mater~al was outsourced to a speclalist 
However through a workshop process w~ th  all part~crpatmg facilitators, the 
material was adapted and refmed to su~te the North West Province context 
These mater~als on role clar~ty and med~at~on skllls were then piloted at 
workshops held on the 13-1 5lMarch 1998 and 20-22 March 1998 
respectively 

Accordmg the project manager, these pdot sesslons revealed that the mater~al 
was su~table and that part~cular areas such as Inputs on the Land 
Development Objectives had to 'beefed' up Post workshop evaluat~on 
forms were used as an assessment tool and the evaluator studled a sample of 
the completed evaluation forms On the basrs of th~s the evaluator expressed 
concern that assessment of the materials (and the training process) could 
have been more rlgorous 

The tramng of trainers has also been completed during a two and half day 
trarnlng process at the end of February 1998 There did not seem to be any 
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spec~f~c mechanism to test the effect~veness of th~s tram-the-trainer process 
and whether the trainers where ready to be conductmg the sessions 

The tralnlng wdl commence In April and be completed In July A total of 6 
workshops on role clar~f~cat~on and 6 workshops on med~atron skrlls w ~ l l  be 
conducted In total, 120 people wlll be trained (the same part~cipants wtll be 
used for both sets of workshops) 

3 3 2 Assessment of Systems In Place to Ensure Programmatrc lmpad 

> CDRT 

Accordmg to CDRT there are no major shortcommgs In terms of resources or 
systems that would prevent them from delwermg rn terms of thetr 
~rnplementatlon plan However, the revlslon of the ~mplementatton plan w ~ l l  
require a margtnal Increase In budget Given the area, travel expenses are 
also 11 kely to Increase 

> NWPLM 

In terms of systems to ensure programmatlc impact, ~t was suggested that 
more rlgorous mechanisms of evaluattng the trainmg sesslons and the tramers 
be put In place It was suggested that the NWMPLM treat the f~rst two 
trammg sesslons as further prlots In order to refrne both the material, the 
tralning process and the trainers It was also suggested that the more 
exper~enced' tralners be used for the inrt~al sessions and that the other 
tramers be lnvlted to observe the process 

Apart from these specific Issues, the NWPLM felt that there was a good 
match between thew current resources and thew lmplementat~on plan 
However the Issue of appomtmg a full tlme dlrector stdl needs to be resolved 
(See NWPLM report below) 

The sect~on dealmg w~th  fmal evaluat~on Issues wlll contatn detail on tmpact 
tssues that need to be cons~dered In the summatrve evaluat~on, and 
mechanrsms to be put In place to ensure that these can be adequately 
assessed 

3 4 Concluding Remarks 

The umbrella process IS mdeed a success and a model In terms of grant- 
mak~ng and the development of any sector by players who have ~ntrmate 
~ns~ght  and knowledge about that sector The Impact of th~s concept needs to 
have ~ts own deflned measurement yardsticks not only in terms of the actlv~ty 
related to subgrantees, but as a concept that can drwe a whole new 
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or~entatron to delivery support rn our country In addit~on, both USAID and 
IMSSA need to ensure that the PMU experience IS well documented and 
assessed at the end of the programme as a strategy for both USAID and other 
donor agencies to serrously consider In the future 
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SECTION FOUR. FINAL EVAhUATiQN IMPACT ISSUES 

An assessment of the rmpact of sub-grantee confkt resolution programmes IS 

In essence an assessment of meanrngful changes and Improvements that have 
taken place at the beneficrary level In order to assess these changes or 
benefits, there needs to be a clear sense of where communities were at prior 
to the rmplementation of the programmes for a comparatwe analysis to 
suggest any impact Thrs is the challenge facing lMsSA and the sub-, oran tees 
In terms of thew rmplementatron strategy 

Some of the critrcal rmpact issues to be consrdered for the final evaluatron 
rnclude the following 

Increased commun~ty ~nvolvement In confl~ct management processes 

The base-line data that needs to be collected should be rn the form of a 
detailed community profrle of each targeted community where a cross 
sectron of the community (rncluding those involved In conflict 
management processes, Local Government, Prov~nc~al Government, 
NGOs and community members) have been engaged The rnterwews 
should el rcrt oprnron and vlews of 

the extent of community involvement currently 
mechanisms that hmder and promote ~nvolvement 
levels of conf~dence of community members In helprng to address 
conflict, especially when dealrng wlth Local Government 
Counctlors and Off rcrals 
evaluatrons of actual conflrct management processes (past and 
current) and how they were resolved or not resolved and the 
extent of community rnvolvement 
a skrlls audrt of those who have conflict management skrlls 
an assessment of needs (capacrty, rnformatron and other) related to 
confllct resolutron part~cularly In terms of the case studres 

Smce most of the sub-grantees are In the lnitral stages of their 
implementat~on processes, the timrng seems appropriate to encourage 
them to meticulously document the above mentroned communrty profrles 
and confl~ct resolutron case studres Th~s In turn wrll inform the trarnrng 
programmes and the content of the trarnrng manuals The profiles, 
training programmes and manuals will become the key reference material 
when an rmpact assessment IS done for comparatrve purposes It IS 

recommended that the format of the data as ltemrsed above be the same 
format for the Impact assessment 

The profrles In themselves wrll be rarsrng a range of strategic questrons for 
the sub-grantee to respond to through thew dellvery efforts These 
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questions will not only refer to the krnds of sk~lls and resources that need 
to be transferred but will in all l~kelihood speak to the need for the 
development of systems and procedures, the need for executrve 
counselmg and support and other elements that can be tracked through 
the life of the programme In thrs regard sub-grantees are encouraged to 
document ~nformat~on such as 

the ongoing support offered that has made a d~fference other than 
the transfer of skrlls or consultations 
contrlbutron to the development or refinement of systems and 
procedures where the usefulness and rmpaa are confirmed by 
those affected 
the extent to wh~ch groups or ~ndiv~duals at confl~ct have been 
brought closer together through the consultation processes, 
workshops or meetmgs 
the levels of confidence and competence of the trainees who 
through the applrcat~on of skills, are in the process of acqulrrng 
experience 
The delivery of qualrtatwe trarnmg programmes and the 
monitoring of who attends these programmes and how they are 
applying what they have learned 

The above issues can be tracked / monitored on a monthly basis or when 
the appropriate processes unfold 

The dispute resolut~ons systems must be assessed in simrlar vein The 
extent to whrch the IDRS w ~ l l  be fully implemented to effectwely assess 
impact is highly questionable but the des~gn and the development of the 
system will inform the development and refinement of communrty based 
conflict resoiut~on systems What wtll be important to assess IS the 
presence of any organ rsed system of dealmg wrth conflict resol ution at the 
community level that has unfolded organically through collectrve 
cornmun~ty expertence It may be a conscious deliverable on the part of 
the sub-grantee to develop or build on conflict resolution systems that 
exist The key consrderation in all of the above mentioned IS about 
sustatnabrl~ty The success of the sub-grantee can be measured by the 
kinds of systems that have been left in place that will sustatn effectwe 
conflict resolution by the community stakeholders themselves 

The reduction of confl~ct among Local Government and commun~t~es 

The reduction of conflrct can be seen as both an ind~cator of success but also 
as a necessity where it is constructwe To seek the reduct~on of conflict that is  
destructive and compromismg should be the focus of the impact assessment 
The field of Local Government and community relations depending on a 
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number of factors is  a highly contestable terrain where conflict is a reality 
The issue is not the conflict itself, but the capacrty to best manage conflict in 
order to reduce negative impacts 

The base line data approach IS the same as outlined above where 
again through case studies, a comparative analysis can be done as to 
the extent of reduced conflict 

Where there are current conflicts, these can be tracked in terms of the 
guidelines noted above but with a particular emphasis on service 
provrsion and delivery It will be interesting to note all delivery 
processes that have been / are being stalled or shelved because of 
confl~ct and contestation 

It must be understood that Issues are very often complex in nature and 
a deadlock between communities (not receiving serwces) and local 
government structures (not receiving income) IS more than just a 
question of conflict The impact in the reduction of conflict cannot 
therefore be solely ascribed to the transfer of skdls or the development 
of systems This will make it difficult for IMSSA to assess the extent of 
the reductron in conflict unless a conflict situation has emerged and 
has been resolved during the life of the sub-grantee project The 
assessment of reduced conflict in a contested terrain is a long term 
assessment and does not seem realistic given the limited trme frame of 
the sub-grantee programmes 

Pos~t~ve and negatwe results of the programme 

Positive and negative results of the programme 1s an important part of an 
~mpact assessment process where the emphas~s is on seeking positive 
impacts that have been made Much has been said about identifying 
positive results Negative results must be given special attention as the 
sub-grantee will find it difficult to track and document negative results 
that reflect badly on them 

Examples d u d e  the following 

Through consultations, the identification of trainees and participants 
of workshops, the question of ~nclusion and exclus~on is of critical 
rmportance Those who have felt excluded for whatever reason need 
to be interwewed and engaged around their views as to the success of 
the programme It will be Important to assess the damage done to 
relations or to pol~tical processes in communities 
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The challenge with the tra~ning of tramers processes IS that often In 
actual trarnlng srtuatlons, the trarnee does not perform and disappomts 
the partlclpants or a sensrtlve issue IS not handled approprrately which 
causes further conflra Wh~le sub-grantees need to ensure that thls 
does not happen, ~t will be useful to assess the results of the tralnlng 
workshops on participants 

A key problem at a communrty level IS when an lnstrtution (especially 
~f not based locally) draws on the expertence and w~sdom of 
communltres and uses thrs rnformatron as rts own The development 
of rntellectual caprtal becomes a contested Issue when commun~tres 
feel cheated Th~s needs to be assessed not only when it comes to 
products but also when access has been given to prrwlege mformat~on 
that is carelessly used or somethrng said in confidence is exposed 
These create negative Impacts and the assessment process needs to 
formulate questions that will test the above ment~oned 

The important Issue In terms of the above rnentloned IS to rdentlfy the 
appropriate sources as these may be persons that may not be part of the 
programmes of the sub-grantees 

Other impact issues 

Other Impact issues that may be Important to conslder Include the 
following 

The profrle of sub-grantees w ~ l l  have been enhanced dependmg on 
the success of the1 r programmes Where communrtles have confirmed 
the~r support for the sub-grantee especially In terms of therr value 
addmg actlvlty, thls accounts for the Impacts that have been made In 
that community Thls klnd of impact needs to be assessed to establish 
from a sustamabd~ty point of vlew, the extent to whlch the 
organ~sat~on IS allowed to contlnue its work 

The assessment of the impact of the umbrella approach on the sector 
IS another conslderatlon Thls needs to be done as a comparatwe 
analys~s process of other slmdar and drssimdar programmes In thrs 
regard ~t IS lmperatlve that we move beyond the IMSSA programme 
and define it's broad objectrves, successes and Impacts as a yardstrck 
agamst whlch the followmg are assessed 

(I) Dlssrmdar programmes where there are no umbrella grant 
making structures and where an ~dentlfled ~nstltut~on has 
not benefited through any technlcal assistance processes 
from thev grantors In thrs Instance a sample of these 
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organisatlons (where they can be found) can be mterwewed 
to assess thew needs, progress and impacts and their views 
as to the benefits they could have derwed had they been 
part of an umbrella grant makrng process The key Issue 1s 
w h ~ h  approach has had a greater Impact on dellvery 
(capac~tat~on) In the sector 

(41) We need to assess ~f there 1s a simdar programme rn terms 
of the grant makmg approach even In another sector to test 
the eff~cacy of the approach and concept Here Issues such 
as a deep understanding of the sector on the part of the 
grantor, technical assistance processes and Impacts, the 
mob1 l Isation of sub-grantees around common programmatic 
objectives and other can be tested 
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Sub-grantee reports 

Centre for Conflict Resolut~on (CCR) 

Quaker Peace centre (QPC) 

Urban Mon~tor~ng and Awareness Comm~ttee (UMAC) 

Commun~ty Confl~ct Resolution Trust (CDRT) 

Klng's Basket Trust (KBT) 

Kmg Luthuh Transformation Centre (KLTC) 

W~lgespru~t Fellowsh~p Centre (WFC) 

North West Para-legal Movement (NWPLM) 

Commun~ty Confl~ct Management and Resolution (CCMR) 



CENTRE for CONFLICT RESOLUTION (CCR) 

lntroductron to the organlsatlon 

The Centre for Conflict Resolution (CCR), formerly the Centre for Inter-group 
Studies, was founded In 1968 as an independent rnstttute associated with the 
University of Cape Town Although based In the Western Cape, ~t works 
nationally, In Africa and globally to fulfil its rnlssron The centre's mlssion IS 

clear 

To contrtbute towards a just peace in South and Southern Afr~ca by 
promoting constructive, creative and co-operative approaches to the 
resolut~on of confl~ct and the reduct~on of vlolence 

The centre has a long tradltlon and estabhshed Interventions In terms of the 
conflict management and resolut~on sector and clearly, the IMMSA supported 
project represents but one of the programmes managed by CCR The prrmary 
terrain for the IMMSA supported project IS the Free State where CCR has set up 
the necessary infrastructure In assoclatlon w~th Freloga to actively support and 
promote the objectives and programmes of the project CCR was one of the sub 
grantees that came on board recently which rmplied that it has not yet ach~eved 
its planned rmpacts 

Process of engagement of the evaluation team 

The necessary documentation concernrng the CCR was analysed The consultant 
v~sited the offices of CCR and attended a full staff meetrng, whrch included the 
D~rector, Lalnrre Nathan The purpose of the staff meeting was to interrogate the 
IMMSA supported project and to assess progress to date There were 
approximately 13 staff members excludmg the consultant Follow~ng the staff 
meetlng the Consultant had an Indepth interview with the accounting team of 
two staff members and a detailed rnterwew with the Project Co-ordinator, 
Rodney Dreyer Lunch was organ rsed wh~ch two other team members attended 

Frndings and analyses 

Programme: 

The lmplementatron plan that was set out by CCR IS well articulated In terms of 
how it wishes to address the set objectives The stated goal 1s broad and all 
encompassmg and reads the following way 

To Improve the qual~ty of life of people In the Free State through 
Impacting on the effectwe dellvery of services and development 
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The objective 

Wlth~n 17 months CCR in partnership with Freloga w ~ l l  develop tools to 
bu~ ld  capac~ty of local councils, traditional leaders, representatwes of civil 
society, off~c~als rn Free State for effective local governance 

The project has been named the "Confl~ct Resoiut~on Sk~lls and Practices 
Programme" (Crespp) wh~ch essentially captures the very essence of the project 
and covers the ent~re Free State province in terms of its geograph~c scope The 
goal and objective are adequate and are consistent w ~ t h  the detailed plans as 
outlmed in the ~mplementation plan The focus though In terms of the objective 
IS the development of tools to build capacity rather than the development of 
capacrty for the purposes as outlmed In the situation analys~s wh~ch referred to 
problems such as lack of clar~f~cation of roles and respons~bditres, no relevant 
commun~cation channels, meffective decis~on makmg and other Wh~le  the 
programme deta~l and name (Crespp) clearly speaks to addressing the above- 
identified problems, the overall goal and objectwe of the programme do not and 
th~s mcons~stency needs to be addressed The staff raised a similar challenge In 
arguing that the number of processes leading up to the transfer of skrlls (tra~ning) 
seemed more prominent than the actual trarnmg ~tself Th~s was In response to 
the fact that In the key objectives outlmed during the staff presentation, sk~lls 
tralnlng per se was not adequately emphas~sed Th~s reflects though the real~ty 
and nature of the project as much work needs to be done and processes 
managed before training can take place The processes leadrng up to trarnrng 
such as the des~gn of systems and procedures are empowering in the~r own rlght 
and raises the need for an expanded definition of the project beyond the 
narrowly defined objectwe of sk~lls training 

Other key challenges lncluded among other, the followmg 

More detailed work IS needed in terms of fully understandmg the legal 
framework that governs local government and their relations wtth 
stakeholders While it was ment~oned that the programme will be 
cons~dermg the legal Issues, the key concern was that the legal parameters 
often mtroduce non-negotiable content and processes pertaining to local 
government What was not clear was how the project will address these 

The question of who the princ~pal client IS was also ra~sed The pr~nctpal 
cl~ent IS either the one that pays for the execution of the project (in this case 
Immsa) or IS a locally based representatwe body (Department of Local 
Government, Freloga, etc) that will help to ensure the sustalnabtlity of the 
CCR programme long after the lmmsa grant has been exhausted The 
identif~cation of who the principal client IS for CCR is clearly needed as this 
helps to determine future sustamabd~ty strategy of the project 
As noted above in terms of the narrow focus on sk~lls tramrng, there IS the 
implic~t assumptron that the transfer of skills w ~ l l  effectively deal with 



confl~ct Th~s has been addressed above where the project IS d~rectly ~nvolved 
In the des~gn and development of systems and procedures as well 

The project-mon~tor~ng plan reflects a general delay In ~mplementatron between 
planned and actual actw~ty by an average of a month Th~s has not, it seems, 
slgn~flcantly Impacted on the progress of the project as the project IS In its 
mfancy stages The project deslgn reflects a phased approach to dellvery where 
the f~rst phase of "entry" mto the Free State and the targeted benef~c~ar~es IS on 
track slnce consultat~ons have been undertaken and relevant mater~al and 
Ieg~slatlon analysed 

Comments have been d~rected at the Monltorlng and Evaluat~on (M& E) formats 
wh~ch the Project Co-ordinator found to be less useful and has slnce proceeded 
to design hrs own format The redes~gned format contams the bas~c elements in 
terms of actrv~t~es, tlme frames, rndrcators and results but excludes the detarled 
numbermg 

The Integrated Drspute Resolut~on Systems (IDRS) is st111 In the research phase 
where a f~rst meetrng was held w~ th  all the Project Managers A subsequent 
meetrng that was planned to take place In M~ddleburg was postponed to a later 
date as the consultants were not suff~c~ently prepared The Project Managers 
constitute the reference group that will ass~st with the design and development of 
the IDRS In co-operation w ~ t h  C Arendse and D Nmo, the consultants contracted 
to manage the process of des~gn and development Th~s contr~butron by the CCR 
IS mdlcatwe of the resources and experience located w ~ t h ~ n  the organrsat~on In 
terms of the sector whlch IS further recognlsed by the fact that CCR IS at present 
bulldmg the capaclty of two other sub grantees as well 

The dynam~c nature of the ~mplementat~on framework has called for variations to 
project costs to the total Increased value of R354 885 representmg the rev~sed 
needs of the amended ~mplementatlon plan and budget Th~s IS slgniflcant In that 
the f~rst ~mplementatron plan has obv~ously been less Informed of real~ty than the 
amended ~mplementatron plan Th~s process In Itself shows a maturmg project 
plan that IS suffmently flex~ble and accommodatmg to ensuring the successful 
ach~evement of the stated objectives What IS more srgn~flcant to note, accordmg 
to CCR, IS that lmmsa recognlses thls reality as well 

Resources 

The project has made the followmg poss~ble In terms of human resources 

P Book keeper for 75% of her time 
9 Project Co-ordlnator for 60% of h ~ s  trme 
9 Project F~eldworker 
9 Contradtng rn of a senlor trainer 
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it seems the resource capacity of the project IS adequate especrally with the 
contracting in of a CCR senior trainer from time to time Since the resource panel 
has been set up, the necessary capacrty where needed can be accessed for the 
purposes of trainrng as there may be programmes running simultaneously 

Office ~nfrastructure and operat~onal means have been set up and the partnershsp 
with Freloga has gone a long way to facilitate the functioning of the offrce 

Impact 

The rmpact to date of the project IS too early to tell as the project has recently 
been activated Impact In terms of the transfer of sk~ l l s  and the results on 
development management, procedures and systems and the rmproved 
functioning of local government structures and stakeholders can only k 
mean~ngfully assessed by December 1998 To date the entry phase IS near 
completion, the necessary offrce mfrastructure has been set up, a co-operation 
framework has been formalised w ~ t h  Freloga, the necessary assessments and 
consultations have been effected and an orrentatron workshop for 12 resource 
panellists has been completed Other rnltral activity have been completed in 
terms of the set objectives 

The challenge to the project IS about boldness In claiming that because the 
project I nterventlons exist, conflict wr I l be reduced and 1 or local government 
functioning will be enhanced, etc The challenge IS not merely stating for the 
purposes of M& E what the project will achieve but in boldly but realrsticajfy 
asserting the critical value of the project to the Free State Thrs places the project 
under pressure by the beneficiaries to meet its targets more than by the sponsors 
in terms of thejr requirements 

Regarding interventron 1, the implementatron wrrting workshop was seen as 
useful and helped to focus the design and parameters of the plan Thrs was an 
academic exercise though and needed to be shaped by reality that is  now tabled 
in the amended implementatron plan wh~ch has also called for the revisron of 
the budgets Part of the success in achievmg impact is about flexibrlity and CCR 
has clearly demonstrated thrs 

CCR is an established organisatlon with a strong internal support base The 
presentation at the staff meetrng helped to shape the project design through the 
cntical enquiry of staff, which in itself rs a powerful form of organlsational 
support Whde there seems to be some incoherence rn terms of overall project 
goals and project actlv~ty objectives, the ~mplementatron framework of the 
project IS sound and responsive to the contextual dynamrcs that ~nevitably face 
all project pians CCR has a conf~dence of ~ t s  own that has matured over years of 
experience that rernforces a comfort that the project objectrves, once underway 
In terms of projected trme frames, will be met The contrrbution of thrs 
organ~sation to the development of the IDRS and buildrng the capacity of fellow 
sub grantees reflect its strategrc posit~oning and indrspensable value to the sector 

4 
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Recommendatsons 

> CCR needs to ensure greater coherence and consrstency In terms of its overall 
programme goals and objectives and the detarled actrvrty In the 
rmplementat~on plan 

> CCR has the responsrbrl~ty (as a contracted agent) to ensure that the process 
management of the development of the IDRS 1s effected wlth transparency 
and speed as the ldentrf~ed problems, delays and uncertarntles d~rectly reflect 
on the organ~satron ~tself espec~ally by fellow sub grantees 

> The project has developed formats of rts own In terms of M&E and other 
wh~ch may be necessary to share w ~ t h  the PMU and other sub grantees In an 
effort to streami I ne processes, procedures and formats 

P CCR needs to embrace the challenge that skrlls transfer alone will not address 
confl~ct at a community level The embracrng of the challenge IS not that CCR 
does not recognrse thls fact but that rt needs to articulate In a balanced way 
its current process of rnterventlons where rt IS focused at developrng systems 
and procedures and systemat~cally budding on processes where trarnrng 1s 
but one of the products Thrs not only has to be artrculated rn a more 
sophrstrcated way but begms to challenge a narrowly defmed pre-ocupatron 
wrth the transfer of skrlls through training programmes as events 

Persons contacted and engaged 

I All staff members ( At a staff meetrng 8 
Rodney Dreyer 
VuyoKazr Mafanya 
Cavm Davlds 
Eldred de Klerk 

Project Co-ordrnator 
Book keeper 
Accountant 
Trarner / medlator 
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QUAKER PEACE CENTRE 

The Quaker Peace Centre (QPC) has been In ex~stence for a long time and has a 
range of other programmes that ~t manages of wh~ch the IMMSA supported 
project IS one QPC has been mvolved In the trarnmg of 20 med~ato~s of the 
Med~ators Assoc~at~on that IS bemg set up, tramed youth in conflict handtrng and 
leadersh~p and peace sk~lls tralning as part of its rural support programme These 
are a few of the mvolvements of the organ~sation The mission statement of QPC 
IS the followmg 

QPC IS a team of Peacemakers workmg w~th  people towards a Me wh~ch 
encourages the creatlve non-v~olent resolution of conflict through 
promotmg awareness, co-operat~on and empowerment 

Wh~le QPC has off~ce mfrastructure rn Cape Town, the focus of the lMMSA 
supported project w ~ l l  be In the Eastern Cape, part~cularly Graaff Re~nett, 
Aberdeen, M~ddleburg and Murraysburg In the Western Cape These four towns 
have now been extended to 12 towns 

Process of engagemeni 

The consultant has reviewed the documentation relevant to the QPC and 
undertook a slte vis~t to the Cape Town off~ces 

The engagement covered Issues pertaming to grant makmg and programmatic 
funct~onmg of the project 

Findmgs and analysis 

Programme 

The QPC has asserted that it IS new to the process of tendermg and in fact the~r 
first appl~cat~on to IMMSA was turned down Th~s was largely due to the fact 
that its programmes and arguments were not framed in a way that is appropr~ate 
for tendering In th~s regard the rmpfementat~on plan workshop was extremely 
useful In bu~ld~ng the capac~ty of the organ~sat~on as the mechan~sms and tools 
of plannmg and mon~toring and evaluat~on have been so s~gn~f~cant that they are 
now used for all the other projects at QPC 

The implementat~on plan of the QPC IS adequate In terms of the design of its 
actw~t~es to meet the objectwes The goal has been stated as the followmg 
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To Improve the qual~ty of l~ fe  of cltlzens In four towns rn the Karoo / 
Eastern Cape by enhancing the deirvery of servlces and development 
through the impartrng of confi~ct handlrng sk~lls 

The scope of work has since changed (~nlt~ally four towns) as QPC has now 
determ~ned that 12 towns w ~ l l  be requiring the~r ~ntervent~ons, wh~ch obvrously 
w ~ l l  impact on the f~nanc~al resources, origmally determ~ned The 
~mplementat~on IS well des~gned with a very useful costs column that gwes an 
mstant Idea of the particular costs involved QPC has reported that ~ts plans were 
approved In November 1997 and that ~t has to date not yet drawn from ~ t s  hrst 
~nstalment transfer It has however mt~ated work and w ~ l l  draw on funds 
retrospectwely The research processes have now been completed and tralnlng IS 

due to start In May th~s year The processes in terms of delivery have recently 
begun w ~ t h  delays and ~t IS far too early to assess any impact In terms of progress 
made Most of the~r delwerables have tlme frames that extend Into the year and 
that WI l l have to be assessed at the final evaluat~on 

QPC has expressed concern about the flex~bihty of operat~onal plans but it has to 
some extent bu~l t  contingencies lnto its processes The concern 1s about 
communlty dynam~cs and changlng contextual reallties that w ~ l l  have a direct 
Impact on planned budgets A new real~ty that has for example Impacted on the 
project concerns the transportat~on of clients to trarnmg programmes Where 
cl~ents are not transported, they w ~ l l  not attend the processes and programmes 
planned These new costs need to be factored lnto the budgets that have to be 
rev~sed on a constant basis as projects become mformed of the lssues and 
processes at stake 

Another real ~ t y  In the informat~on gathering process IS that a range of other needs 
emerge, some not related to the project focus but there IS a clear expectat~on that 
QPC needs to help Th~s adds pressure to the project and ~ts  ~ntent~ons as other 
problems are equally Important and often Impact on lssues of confl~ct These 
new needs have to be accommodated where feas~ble w~thout QPC running the 
risk of bemg all thmgs to all people The balance that needs to be mamtamed In 
keepmg to the stated ob~ealves of the project and respondmg to the myr~ad of 
needs that are equally rmportant IS a d~fficult balance to mamtain Th~s calls for a 
referral system as the QPC cannot d~vert fundamentally from the goals and 
activlty for whlch the grant has been formalised Thls needs to be a negot~ated 
process wlth IMMSA 

There IS no fundamental var~atron between the proposal and the ~mplementatron 
plan except for the Increased scope of work that was dec~ded on The declslon to 
expand the scope of the project to 12 towns IS an attempt at lncreaslng the 
Impact of the project to more commun~ties 

This raises Interesting trade off lssues In terms of qual~ty of Interventton that the 
QPC needs to address as the four-town focus allows for depth and quahty 
whereas 12 towns Introduce the possibrlrty of compromise The numbers of 
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approximately 50 persons per town need to be seriously considered in the 
design of the training programmes and the quality of the transfer of skills 

The trarnrng efforts of IMMSA have been vrewed positively as the trarning needs 
were reflected up front in the rmplementatron plans and the rmpact of these 
learnings have been felt by the organisatron as a whole The whole experience in 
the tendering process has been seen as a good one 

Concern was expressed at the development of the IDRS where after the first 
engagement, no further interactions have taken place There is dismay at the fact 
that all the sub grantees have expertise and experience but only CCR, it seemed, 
has been recognised with the relevant capacity This needs to be addressed 
perhaps probably only at the level of perceptions 

Resources 

The human resource complement according to QPC will remain the same in 
terms of number but there may be different people that will undertake the work 
Other resources such as Fairshare may be contracted in to deal with spectfic 
challenges 

In terms of physical resources, the weakness of the QPC approach is  that there is 
constant commuting between Cape Town and the Eastern Cape and there is no 
support base in the province itself Facilities will have to be sought for traming 
but a lack of a constant presence may impact on any follow up work that wdl be 
needed This issue needs to be addressed not in terms of establishing an office 
but more in terms of ensuring that follow up and ongoing presence IS 

maintained 

Impact 

The programme activrtles have reached a stage where the research has been 
completed and training is earmarked for May th~s year It i s  far too early to assess 
rn any meaningful way, the impacts achieved through the various interventions 
This wrll be more successfully done at the end of the year 
A key issue for QPC to consider IS rts decision to expand the scope of the project 
to 12 towns and how it will be managing issues such as quality and consistency 
especially rn terms of follow up support This is given the fact that it has no local 
office infrastructure 
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QPC to address the expanded scope of the project from a qual~ty and 
del wery perspective 
Ensur~ng a presence In the province is crit~cal and a strategy needs to be 
worked out (where needed) of compensatmg for not having mfrastructure In 
the provmce 
All sub grantee reports and f~nd~ngs need to be clrculated to each other for 
the purposes of mformatton sharing and learnmg from each others' 
experiences 

The ~ssue of addresstng the myriad of comrnun~ty needs must be attended to 
as QPC needs to be focused in terms of its project objectives and must find 
ahernatwe strategy through referrals for meeting expressed needs not withm 
the project mandate to address 

People Consulted 

Jeremy Routledge as the Project Manager 
Georgma Mbambo as the Tramer / Consultant 
Albert Day~le as the Trarner 
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AN MONITORING AND AWARENESS CQMM1TTEE 
(UMAC) 

Introduction 

Umac has a long hlstory in terms of the sector and was launched in the Western 
Oration Cape 12 years ago UMAC has been rnvolved In taxi medratlon, the mte, 

of mrlrtarrsed youth Into formal society, conflicts between communrtles and the 
SAPS and the resolut~on of confl~ct between Traditronal Leaders and democrat~c 
leaders In East London, to name but a few UMAC has off~ce rnfrastructure in 
Cape Town, Port Elizabeth and East London and has as its object~ve 

To promote withrn and outside of the SA, a democratic and part~cipatrve 
culture, rnvolving the peaceful resolution of conflict both within 
commun ~ t~es  and between communities and organs of the State 

The Eastern Cape project was launched in 1997 using non-IMMSA fundmg 

Process of engagement 

The consultant revrewed documentat~on relevant to UMAC rncludmg its 
operatronal plan The Cape Town off~ce was vrsrted where the D~rector Alma 
P~eterse and the Assrstant Bookkeeper, Marcus Coetzee were lnterv~ewed These 
mterwews focused on the grant makmg process and frnances as the UMAC head 
office handles all the financial accounting responsib~l~ties After this, a vrs~t was 
undertaken to the Port Elizabeth office where the Project Manager, Mark Jansen 
was mtervlewed This lntervrew focused on the programmes itself 

Fmdmgs and analys~s 

Programmes 

The programme objectwe that was artrculated includes the followmg 

To strengthen effectwe governrng structures In the Eastern Cape by 
prov~dmg conflict resolutron skdls and mechan~sms whch focuses on 
reconcrliat~on and reconstruct~on to ensure a peaceful and democratic 
environment 

The programmatic function~ng of the Project IS well underway but ~t must be 
noted that th~s IS a recent project In terms of the IMMSA process The Impacts of 
the programme WI ll be only be clear closer to the end of thrs year 

Most of the activity earmarked for the per~od endrng February 1998 In terms of 
the interventions have e~ther been completed or are In the process of 
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complet~on These rnclude the gatherrng of ~nformatron, consultatms, 
complet~on of the drscussion document and the groundwork covered In terms of 
the tramers (panel) The bulk of the actlvrty IS targeted for the post February 1998 
perrod The actrv~ties In terms of the mtervent~ons are adequate and reflect a 
clear understandmg by the Project Co-ordinator of the kmds of mterventlons 
needed to realrse the objectwes that have been determrned 

The project has produced a product that IS a d~scuss~on paper on "The role of 
Traditronal Leaders" The process leadmg up to the development of the produd 
has helped UMAC w ~ t h  its entry Into the defrned terram, as many leaders have 
been scept~cal of UMAC as a project wrth an urban~sation focus Th~s has since 
been overcome as the benefrc~ar~es have realrsed the real mrssron of the project 
The questron of ownershrp of products produced has been ra~sed where there 1s 

uncertarnty as to whether IMMSA / USAID need only be acknowledged or where 
there IS deeper ownershrp Issues to be resolved UMAC IS of the oplnlon that 
acknowledgements are al l  that are needed and that prror experience, the fad that 
all its staff members contr~buted to the development of the product (not all are 
pa~d out of the IMMSA grant) and other clearly argue for organrsatlonal 
ownersh~p of the products they develop This rarses an issue though when ~t 
come to the development of the IDRS and the freedom to use the system 

The ~mplementatron plannrng workshop where the mrt~al proposal had to be 
revised was descrrbed as a useful experrence and the mechan~sms and tools used 
as valuable for other project actlvrty withm the organlsatron There was a brt of 
antagonism at the ~mpl~catron by the workshop fac~l~tators that what was ~nrt~ally 
written was not correct The feelmg here was that the conf~dence of sub grantees 
needed to be bu~l t  up through constructwe feedback and sensrtwrty rather than 
through bul ldozmg ~mposed formats Desp~te th~s the outcome of the workshop 
was favourable 

The rmplementatron plan (current) has however changed in response to the 
contextual real~t~es facmg the project showmg that the project has been 
responsive to the dynamics facrng rt These necessary changes have also been in 
response to people asserting that if they are needed for workshops, they need to 
be transported The rncreased cost cmplicat~ons d~rectly refer to spendmg that IS 

needed to facd~tate access to and for the mob~lismg of benef~c~ar~es real~sed the 
project objectwes 

The project has decrded to p~lot four TRCs In terms of its mtervent~ons but has 
been confronted wrth 15 TRCs requiring trarning Whrle the need for p~lotrng has 
~ts own mer~ts, the project has to deal w ~ t h  the mcreased demand for ~ ts  services 
and resources wh~ch in essence represents only the beginnmg of the need that 
ex~sts in the Eastern Cape 

Despite th~s, there are two other sub grantees operatmg In the areas as well 
~ncludrng the Quaker Peace Centre and CDRT The pomt ra~sed in this regard IS 

that although the agencles are workmg in drfferent geograph~c areas, the sk~ll 
11  



transfer processes and content are the same There has to be greater co-operation 
between these agencres perhaps in jointly running the tramng programmes, 
sharing training resources and other 

Products such as the one noted above, tra~nlng manuals and the outcomes of 
needs assessment processes need to be shared wrth the agencies working In the 
same province not only for the sharmg of resources but for ensuring coherence 
and synergy UMAC has expressed its w~llingness and commrtment to this kind 
of sharing The training manual IS however due for complet~on where the fmal 
product and testing wdl be done by 1 May 1998 

Concern has been expressed about the development of the IDRS as only one 
meeting was held and the subsequent one postponed There is defin~tely a 
communications problem with the development of this system, as all Project Co- 
ordinators need to be involved rn the process of its development 

The concern has also been expressed about the flawed preoccupation with 
tramng as the only mechantsm to deal w ~ t h  conflict and that there are a range of 
systems, procedures and other elements that need to be developed and refined 
through the rnterventrons The implementation plan is geared towards the 
transfer of skills yet there are a plethora of other problems that need to be 
addressed as well, all of which have an Impact on conflict, on decls~on making 
and publ~c partic~patmn to name a few These reallties are the challenging 
factors to a set plan that at some point may have to be crit~cally self-reflectwe to 
assess Impact and meanlng The Project Co-ordmator has a strong sense of thls 
reality and a deep understandmg of the issues at hand to be resolved The 
challenge remains that of balancmg responses to real needs expressed wh~le 
keeping to the object~ves that have been set, especially by USAID 

The tralning programmes that have been organrsed for sub grantees have been 
adequate, the most recent being the report wrltmg workshop Other train~ng 
needs that were reflected rncluded financ~al management and project 
management There has been no concern or issue about the perceptron that 
training programmes are rmposed on sub grantees and in fact, the needs were 
reflected up-front In the ~n i t~a l  ~mplementat~on plans 

Resources 

The human resource complement has been noted as adequate as a panel of 
trainers are in the process of bemg establ~shed to ass~st wtth the planned training 
programmes The recommendation of co-operat~on with the other agencles 
remains as a val~d one as this helps to augment capaclty needed for ach~eving 
r mpact 

UMAC has sufficient offrce infrastructure both in Port Ehzabeth and East London 
and has all the necessary fac~litres to effectively manage the project 



UMAC will be requesting an Increase in funding the value of approxmately 
R200 000 and has complamed that w ~ t h  a particular lnstalment payment, less 
funds were recerved than what was requested Th~s has proven to be an mternal 
commun~cat~on problem as well as the Accountant IS removed from the 
fundionmg of the project rn PE and East London Desprte th~s, IMMSA needs to 
ensure that all relevant part~es are rnformed or alternat~vely that the respons~ble 
person IS the Project Co-ordinator Concern has been expressed by the 
contradlct~on In detailed budgetmg requ~red w ~ t h  vague actual expendlture 
reportmg 
There seems to be mcoherence between the deta~led budgeted amounts that are 
requ~red and what IS a vague report format for actual expendlture Th~s 
rmbalance does not seem useful In trackmg expendlture against budgeted 
amounts - an ~mbalance that IS puzzlmg to the sub grantee The budgeted deta~l 
for some of the organ~sat~ons are far too deta~led and reflects a total lack of trust 
In the capac~ty of the organlsatlon to manage their funds Preference IS gwen to 
larger amounts up front rather than what seems to be progress payments for work 
actually done 

The ltemlsatron of budgets are helpful on the one hand but also create problems 
When conceptual~sed w~thout an appreciation of the contextual real~t~es facing 
one for example -when one trlp has been costed in detad w~thout reallsing that 
three trlps wi l l  be needed 

Impact 

Impact IS d~fficult to measure at th~s early stage of the development of the 
project Much work has been done In terms of the mterventrons but not to the 
extent that they have a d~rect ~mpact on the benefic~arres A key cons~derat~on In 
terms of assessing rmpact IS the real~sat~on that the project IS pressurlsed by a 
number of demands that may be d~rectly in lme w ~ t h  the lnterventlons or there IS 

a problem of scale where many more TRCs need to be servrced than what the 
project can handle Key decisions have to be made about focus and about 
effectwely uslng to the rnaxlmum, the l ~ m ~ t e d  resources the project has The 
assessment of the key results of the objectives must be made bearing in mmd the 
kmds of pressures that the project has been faclng 



Recommendat~ons and conclus~ons 

The UMAC project is well under control and in competent hands in the Eastern 
Cape There is a sober understanding of the issues at stake, the complexit~es in 

dealing w ~ t h  beneficlanes and the need for project flexibtl~ty In responding to 
changing needs and circumstances 

All of the above have been well demonstrated by the project and its resources 
and it seems clear that the project will succeed 

Recommendat~ons include the following 

There i s  an expressed need for greater flexib~lity rn the costmg framework 
especially where the reality of project functioning determines that more tasks, 
visits, processes, etc will be needed than what was planned The problem 
with actual costing IS that it needs to be pre-emptwe and must cater for the 
unexpected as well 

There needs to be co-operation between the agencres that are workrng in the 
same province in terms of material resources and training programmes that 
ensure synergy and coherence 

The question of copyright has to be resolved in terms of ownership of 
products developed and the right of use when ~t pertains to the IDRS as a 
product 

Clarity and transparency is needed In terms of the development of the IDRS 
especially in terms of the way forward with much clearer and measurable 
outcomes 

UMAC needs to resolve its internal communicat~on problems and should 
determine that the project Co-ordmator control the process of financial 
accountabrlrty This does not mean that the Project Co-ordinator needs to do 
the actual accounting but must become the responsrble person for fmances 
and must handle all reporting and communication in this regard 
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Community Conflict Resolut~on Trust (CDRT) 

lntroduct~on to the Organ~sat~on 

CDRT establrshed In 1991, operates In f~ve areas North West, Western Cape, 
Gauteng, Natal and the Eastern Cape The~r off~ces are set up In Cape Town, 
Durban, Johannesburg and Kokstad w ~ t h  Johannesburg bemg the central off~ce, 
respons~ble for adm~nrstrat~on and overall management 

In July 1997, CDRT srgned a contract w ~ t h  IMMSA / PMU which prov~ded 
support for a project In the Eastern Cape ( W ~ l d  Coast Drstr~ct Councd area) to 
prov~de conflrct management skrlls tralnrng for local government and commun~ty 
structures 

The s~gned contract ran mrtrally to November 1 998, and w ~ l l  spec~f~cally look at 
strengthen Ing 

CDRT Internal capacity, 
developmg medratlon and communrcatlon sk~lls through tra~nlng In 
mediat~on, 

establ~shrng and rmplementmg drspute resolut~on systems at local 
government level and w ~ t h ~ n  strateg~cally placed CBOs 

Process of engagement of evaluation team 

V~srts to sub-grantees were drv~ded among the members of the evaluatron team 
CDRT was v~s~ted by Yves Wantens The process of engagement rnvolved semr 
structured mtervrews w ~ t h  the d~rector, the trarners, the coordmator of the 
project, v ~ t s  to the off~ces and a group mterv~ew w ~ t h  5 councilors of the Rural 
Local Counc~l in Mount Ayi~ff 

Before the lntervlewlng a thorough desk study was done from the CDRT - 
IMMSA contract, the ~mplementat~on and M/E plan and the reports handed In so 
far 

Fmdmgs and Analys~s 

Programme 

When the proposal of CDRT was put together, a s~tuatron analysis revealed that 
In the followmg areas, Mont Frere, Mont Aylrff, B~zana, Malut~, Flagstaff, 
Lus~k~s~k~, Umzrmukulu (Taban Xulu and Mt Fletcher have been added) there 
was a great lack of leadersh~p sk~lls among counclldrs There was much 
confus~on over roles of key players l ~ke  the elected counc~lors and the trad~t~onal 
leaders and a lack of communrcatron between the d~fferent role players and 
between the local government and relevant commun rt~es 
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At the same time people refused to pay for services which undermined local 
government's capacity to meet needs whlle rmpat~ence and anger grew at the 
failure of local authorit~es to dellver 

In order to deal with the situatron, a programme designed by CDRT and IMMSA 
1 PMU with the followlng objectives 

the strengthening of the CDRTfs capac~ty, 
development of communtcatlon and medlat~on skills through tramng In 
mediation, negotiation, fac~litation and leadership skills and 
the establishment and I mplementation of dispute resolution systems at 
local government level and wlthln strategically placed CBOs 

CDRT developed the necessary materrals ( manuals for trainers and trarnees) and 
translated them into Xhosa Each particrpant In the workshop recerved a copy 
and a certificate on completion of the training 

The implementation plan of CDRT IS currently under review Puttmg the plan 
together was crucral to get the programme started, yet the reallties on the ground 
have made it necessary to review the plan and adjust it, ma~nly in terms of 
timlng and in terms of recruiting where people are not always clear about the 
programme (see report of October 1997 - Kokstad coordmator) Thls also came 
out of the visit and the interviews with programme people and beneftc~arres 

Initial consultat~ons started In June -July but the programme implementation 
(running of workshops) only started close to the December holidays and in 
addltron, the break for the summer hohdays caused delay in effectively following 
up the contacts made earl~er The remoteness of the areas IS a factor that Impacts 
on communtcations and response tlmes In most cases people make repeated 
field visits to arrange meetings rather than by telephone Having trad~tional 
leaders as one of the major stakeholders implred that CDRT had to f ~ t  in wrth 
their schedules, meetings and rallres 

In response to the above mentioned, CDRT has conducted two workshops 
simultaneously in the same area In additron attempts are made to secure a 
meeting with the Eastern Cape MEC for local government, to get his support as 
the benefits of the programme remain in question 

A meeting with the PMU to revise the plan has been set for the end of April 
1 998 

Lookrng at the congruence of the rnrtral proposal and the ~rnplernentat~on plan, 
the only varration is the addltlon of two extra geographic areas, all fallmg withtn 
the area of the King In addition, the stakeholders, which were overlooked 
durrng the initla1 phase, were the trad~t~onal healers 
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So far, what has emerged from the ~nterventlons of the CDRT programme IS that 
commun  cation between the different stakeholders has to some degree been 
nurtured and there IS a readiness to talk about Issues that prevlousty could have 
caused d~sharmony Despite thls, only flve out of 30 scheduled workshops 
(3 days) have been run, with Mt  Ayliff be~ng the only area where a workshop 
around med~atlon and communication sk~lls has been run wlth all stakeholders 
Wlth the Increase in areas to be covered, the number of workshops and trarnees 
have ~ncreased The revised number of planned workshops now stands at 39 

As far as the client sampllng IS concerned, CDRT in the Kokstad area is largely 
dependent on the Chiefs and other leaders to determme who attends the 
workshops What has been happening IS that the Chiefs are keen to have ail therr 
leaders tramed The evaiuat~on of the workshops ind~cate that the sk~l ls learned 
are very useful The presence of the justrce Centre In Kokstad also made it 
somewhat easier to get rid of the h~gh suspicion in the area concerning the 
Interference of NGOs 

The Issue of the Integrated D~spute Resolut~on System, leaves CDRT rn the dark 
CDRT contributed In the research phase to the system ( facrl~tated the vistt and 
research for D Nina and ass~stant) but since then l~tt le has happened or has been 
cornmun~cated to the organisation The last meetmg scheduled to evaluate thls 
phase of the process has been postponed creatmg confus~on as to the~r future 
role In the process At the same time there IS strong interest rn pllotrng the 
deslgned system In those areas where all the workshops have been run (e g Mt 
Ayliff), soon after the inrtial workshops (objectwe 2) 

Resources 

The human resource complement, accord i ng to CDRT management, i s  sufflcr ent 
and adequate except for the financral position that needs to be fmallsed Apart 
from the financial person, CDRT has lost its senior researcher The person who 
replaced the researcher and who IS respons~ble for lookrng at programmatic and 
Impact design needs some assistance in that regard ~nclud~ng role wrthln the 
organ1 sat~on 

Under the gu~dance of the PMU, CDRT has Implemented effectwe flnanc~al, 
adrn~nlstrat~ve and management systems Most of the systems were In place but 
needed to be refmed to meet the cr~ter~a and standards of IMMSNPMU 

FI nancial ly, a separate account was opened and d ~ s  bursement procedures 
Introduced which need to be s~gned and checked by the project manager 

The off~ce In Braamfontem has regular contact with the coordrnator in Kokstad 
through telephone and e-ma1 l Furthermore, monthly reports are submitted by 
the coordlnator and tratners after each workshop There seems to be some 
confus~on about roles of people wlth~n the programme, for example, the 

17 



lMSSA mid-term evaluation 

coordinator in Kokstad is  labeled both the Administrat~on Coordinator and the 
Project Coordmator At the same time there seems to be an interest to get more 
involved in project work The two fieldworkers expressed Interest in having their 
capac~ty built (computer, writing and train lng skills) so that they could participate 
in the training rather than just be facilitators The report of the coordinator 
reflected this as well 

What will be useful to the effective functioning and impact of the programme is 
the sharing of experiences and informat~on between sub-grantees during 
meetings and workshops 

In the beginnmg the relationship with IMMSNPMU was quite frustrating around 
the negotiations and the awarding of the contract However since, it has become 
much easier and most of issues and problems have been sorted out 
With the revlsion of the implementation plan comlng up and taking into account 
the Increase in scope of work, a marginal Increase in the budget IS expected 
which will also impact on the travelling costs 

Physically, no further resources are needed 

Impact 

As mentioned before, so far five workshops have been held in which 91 people 
were trained, 20 of them Traditional Leaders From discussions with trainees (five 
councilors) in one area (Mt Ayliff), the workshops have been very useful in 
understanding roles and In getting to know and acquiring the skills of mediation 
With the increase to nine areas, CDRT will be substantially increasing the 
number of trainees 

The first workshop took place in December 1997 and in terms of Impact, it IS still 
too early to assess as the training was done in four areas only lncludrng the Mt 
Ayl~ff area 

So far what seems to be emergi ng out of the workshops is the participation of the 
stakeholders in the process and the importance of thew commitment to foster 
further development in the area in a non- - v~olent manner What emerges IS that 
CDRT staff have no way of ascertaining at this point In time whether trainees are 
actually using thew skills The proposal IS to wait for the implementation of the 
IDRS to be able to assess this 

CDRT hopes to finish all the planned training programmes in the next 12 months 
(March 1999) and hopes the IDRS would be in place by then as it sees for itself 
a role in providing practical support and monitoring as drsputes are processed 
through the system 

The discussion held with trainees show that they know the programme and are 
aware of what CDRT wants to achieve The comments they made about 
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stakeholders were that the churches needed to be rncluded In terms of 
comrnun~cat~on the request was to make greater use of the Councd structures In 
th~s way counc~lors are able to establ~sh thew author~ty The tra~nrng rece~ved 
was rated as very good and well done 

In the begrnnmg of the IMMSAIPMU process there was much susplclon towards 
IMMSA, ~n terms of its status as an NGO and whether it should admmrster grants 
for other NGOs CDRT however feels they have benef~ted through the process as 
Issues have been resolved creating the environment where they could work wrth 
IMMSA as a partner 

Accordmg to CDRT, the umbrella programme has helped to get NGOs who 
prev~ously competed at all cost to survlve, to work together In a controlled 
envlronment The fact that th~s part~cular programme had a capac~ty burld~ng 
component attached to ~t has helped tremendously as NGOs are confronted wrth 
new roles IMMSA has been commended for therr understandrng of the 
shortcommgs of the NGOs the sector, makmg asslstance more adequate and 
useful 

In part~cular the ~mplementat~on plan process has been deemed very useful rn 
keep~ng the programme on track yet allowing for corrective actlon 

In terms of techn~caf asslstance, frnancral support and the recent report wrrtlng 
workshop have been very helpful CDRT admrtted that they would have been 
more effectwe In terms of reporting if they had had the workshop at the 
begmnmg of the programme Therr suggest~on IS to agree on one report~ng 
format for all the sub - grantees on the bas~s of an  deal format as a gurdelrne 

The same IS to be sa~d for the monrtorrng and evaluatron component Had there 
been a proper (s~rnple but clear) format from the begrnnmg, more useful 
mformatron could have been captured durmg the consultat~ons The M&E 
workshop In February came very late and prov~ded l~ttle gurdance In terms of 
 report^ ng 
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Concius~ons and recommendations 

It is clear that CDRT's programme responded to needs In the area and the Initial 
comments are posltlve In terms of the way trarnlng is happenmg and the quallty 
of lt 

Yet, there are issues that need to be looked at rf the programme IS to be a 
success 

a strategic plan IS needed very soon to look at the structure and role definition 
of d~fferent people ( project manager, coordinator, researcher) In the 
programme 

plannrng needs to be done In terms of time frames and staff capacity ( traming 
of faci l~tators to become trainers, more rnvolvement of coordinator (7) to cope 
with the add~tronal areas and to cater for the delays due to the remoteness of 
the areas and the difficulty of communication 

a the IDRS process needs to be evaluated and CDRT needs to be updated on it 
and be involved In the further planning of the system 

a ~mpact rndicators need to be looked at very carefully ( role for new researcher 
and monrtorlng and evaluatlon component of the IMMSNPMU programme) 

Annexure 

L~st of ~ e o d e  interviewed 

Renald Morris CDRT JHB D~rector 
Bennr Zrma CDRT DBN Tramer 
Lunga CDRT DBN Trainer 
Arthur Van Niekerk CDRT KOK Adm Coordmator 
Mandla Mathe CDRT KOK F~eldworker 

Za Gwebani RLC - Mt  Ayl~ff ( Cha~ rperson) 
4 other RLC ( jomt group d~scussion wrt Mr Gweban~) 



Kmg's Basket Trust (KBT) 

The Kmg's Basket Trust (KBT) was establ~shed through the m~tratrve of King 
Makhasonke Ill to fac~l~tate development w ~ t h ~ n  the Kwamhlanga region The 
KBT has been mvolved In a number of commun~ty projects, but the USAlD grant 
IS the flrst substantla1 amount of money that they have had to adm~nlster The 
KBT or~g~nally funct~oned out of the offlces of the Kmg, but now has ~ t s  own 
offrces In the government bu~ld~ng In Kwamhlanga KBT has a s~gn~ficant 
presence In the area, because of its d~rect lmk to the Kmg, and has been ~nvolved 
in a number of processes of consultat~on w~ th  the Prem~er of the provlnce The 
strength of KBT's local presence appears to have been a s~gn~ficant factor In the 
award of the grant to ~t as a slngle entlty, after the withdrawal of ACCORD from 
the l n~ t~a l  negot~atron process 

Process of engagement of evaluat~on team 

The team member focusmg on KBT conducted an analysls of the documentatron 
relatmg to the process, as l~sted In the annexure She then vrsrted the off~ces of 
the project in Kwa-Mhlanga and conducted mtervrews w~th the Project Manager, 
Project Adm~nistrator, one of the project tralnees and the Chairperson of the 
Board of Trustees, accord~ng to the attached lntervlew schedule Add~t~onal 
lnterwews were also conducted with the Specral Project Adv~ser, and the person 
asslstrng the KBT on its fmancial arrangements from the Mpumalanga Flnance 
Corporation Telephon~c interv~ews were held with tramees ~dent~f~ed to work on 
the project, and potentla1 benefmar~es of the project from surrounding TLCs 

Fmd~ngs and analys~s 

Programme 

The ~rnplementat~on plan IS des~gned to capture the core objectives of both 
ensuring organrsatronal susta~nab~l~ty, as well as programmat~c Impact In terms of 
facrlrtat~ng confl~ct resolut~on processes in the TLCs and communlt~es 

The KBT has ~dentif~ed as its overall programme objectwe the creat~on of "co- 
operatwe governance structures In the Northern H~ghveld of Mpumalanga by 
prov~d~ng confl ~ c t  resolut~on and med~atron skrl Is amongst Trad~t~onal Leaders, 
Local Government and Commun~t~es to enhance del~very" 

The goals defmed by the program are as follows 

Co-operatrve governance at Local Government level 
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Raismg public awareness on Conflict Management 
Reduction in level of conflict within Local Government 
Reduction rn level of confllct within communities 
Social development 

The program objectwes detailed in the implementation plan adequately address 
the f~rst four goals Goal number flve Soclal Development is less clearly 
articulated In the ~mplementatlon plan While rt may be seen as a consequence 
of achreving the other goals, tt does need to be captured In more detail, in order 
for adequate mon~tormg to take place on rt The KBT has expressed a broad 
commitment to ensurlng economic growth and development in the region, so 
the organisatton clearly sees this as an Important outcome of the USAlD grant 

Development 

The process of developing the implementation plan was thought to be dlff~cult, 
but also extremely helpful The plan IS found to be easy to follow and monitor, 
even though there have been devlatrons from rt The reporting systems to the 
PMU are time consuming and too rigorous 

Resources 

In terms of the human resources of the KBT, the project budget has made 
allocations for two core staff members at the office - the Project Manager and 
Project Admm~strator, and one Special Project Adviser who devotes 50% of his 
t~me to the project The head of the PMU approved appointments to the project 
on 20 November 1997 

Specrfic concerns have arlsen about the staffmg of the project and the best way 
in which it can be capacitated to ensure that work IS undertaken In a recent 
agreement with the PMU, the KBT has decided to split the Project Manager role 
mto two posts, one deal ing specifically w ~ t h  Project Management and the other 
with Training This was how the staffing was originally conceived of rn the 
proposal presented to the PMU The current Project Manager has opted for the 
posit~on of Training Coordinator Issues of confhct have arisen between the roles 
of' Project Manager and Spec~al Project Adviser, with a lack of clear definition 
of responsrbil~ties It i s  essential that with the creation of a Training Coordinator 
post, that roles and funct~ons be clearly defined and agreed upon 

The training received by the KBT has had m~xed responses The monitoring and 
evaluation training session organised by Creative Associates was not seen to be 
useful and dissatrsfact~on with it was expressed It was felt that the training was 
too prescriptive and did not engage participants enough in the design and 
conceptual understandrng of the process 

The report-writing trainmg was thought to be extremely useful 
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Program Objectwes 1-3 fall w ~ t h ~ n  the perrod being assessed by the m~d-term 
evaluat~on and therefore progress on each of these w ~ l l  be d~scussed separately 

Program Objectwe 1 relates to Strengthening the K~ng's Basket Trust capac~ty for 
project and confl~ct management 

KBT ex~sted wrth pract~cally no mfrastructure of ~ts own prlor to the USAlD grant 
As ment~oned above, use had been made of the Kmg1s offrces, but KBT had no 
dedrcated personnel and no phys~cal or fmanc~al resources of its own The 
or~grnal conceptual~sat~on of the jomt bid between ~t and ACCORD was that part 
of these gaps In capacity would be addressed through the support of the much 
larger and well-resourced NGO The subsequent w~thdrawal of ACCORD from 
the process resulted In specrfrc attent~on havmg to be placed on ensurrng that 
KBT could be suff~c~ently resourced to able to carry out the work of the project 

Program objectrve 1 therefore focuses on the strengthenmg of KBT's mternal 
capacrty A number of Issues result out of the progress made w ~ t h  regards to this 
objectwe 

In terms of physrcal resources, offlces have been obtamed In the government 
bu~ ld~ng  In Kwa-Mahlanga and well resourced In terms of office equ~pment 
Reports from the Project Manager and Admm rstrator conf~rm that these resources 
were recewed trmeously, to enable the work of the project to begm The only 
outstandmg  terns ~dentrfred at present are an add~t~onal computer for the Project 
Manager (wh~ch he wdl only need once he has completed a computer tra~nmg 
course) and crockery and cutlery, for which no allocat~on has been made In the 
budget It IS unclear at present what will happen to the offrces after the per~od of 
the grant IS over, although the KBT IS comm~tted to contmue its work on a w~de 
scale 

Due to the fact that there was no project off~ce In place, there were 
understandably no fmanc~al or adm~n~strat~ve procedures or systems rn place 
The Prem~er personally asked the Mpumalanga F~nance Corporat~on to manage 
the USAlD grant for the KBT, and th~s IS handled at its off~ces In Nelspruit It 
appears at present that set procedures are not yet In place, or are not berng 
adhered to, between the project manager and the MFC There IS a sense of 
frustrat~on about the manner In whrch l~arson w~th  regards to the account takes 
place 

The separat~on of the fmancral funct~on from the office of the KBT has created 
some d~fficulties for the Project Manager, although ~t was clearly a necessary 
requ~rement for both IMSSA and USAlD The Project Manager and the Project 
Admm  str rat or have both ~nd~cated the need for themselves to attend fmanc~al 
management courses Th~s IS clearly a necess~ty, In order to further bu~ld  the 
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capacity of the project office and to improve communrcation between the KBT 
and the MFC Communrcat~on processes and systems between the KBT and the 
MFC need to be clarified 

Time was also spent in the initial phase of the project getting systems and 
procedures Into place Th~s took more time than had in~tially been allocated 

In terms of the needs assessrnerlt for trainrng, a specrfic needs assessment drd not 
take place in the KBT There has been some interaction with the PMU about 
training that is required and the Project Manager has attended two training 
courses already 

In terms of meeting program objective 2, "Ra~sing public awareness and polit~af 
commitment to conflrct management", the KBT have built on already stro~g 
existing links withrn the communrty to start making the project known This does 
appear to have happened in a fairly uncoordinated manner, with the Project 
Manager and the Spec~al Project Adviser playing unclear roles within the 
process Consultations have been held wrth a number of TLCs in the area, and 
with some commun~ty structures The process has proved to be frustratmg in 
some ways, because of the complex context surrounding some of the TLCs 
Some of them are drfficult to contact, without offices Concern is rarsed that not 
all people who should have been consulted have in fact 

An imbrzo was organrsed In December 1997, in lme with Program Objectrve 2 
The outcome of the imbrzo 1s reported differently by various role players it 
would seem that, once again, lack of clarification about roles and functions 
resuited in the event not being as well organised as it should have been and a 
number of role players have raised concerns with the outcomes of the two day 
process Among the concerns evpressed are that there was unclear dealings with 
sponsors of the event and that targeted groups did not in fact attend the rneetmg 
No formal review process was undertaken A second imbizo was scheduled for 
2 1 March 1 998 but due to the problems experienced with the first one, has been 
delayed until 24 April 1998 More careful preparation has gone into the tmbiro 
and the Premier has conftrmed his attendance 

Additional delays in the implementation plan have resulted in Program 
Objective 3 Ten trainers were due to be trained over the perrod November to 
December 1997 This training took place in December 1997 and January 1998 
A major issue of contention has arisen around the manner in which the trainers 
were selected for this process Some volunteered for the training while others 
were approached through their ~nvolvement In communrty work The Project 
Manager defmed the crlteria for select~on as follows 

Qual~frcatron of experience In trainrng 
Abilrty to understand course content and to adapt ~t 



Havmg tralnlng or w~llrng to undergo trainlng in Local Government, so as to 
have an understandrng of the local government sector 

a Good reputation 
Ab~llty to communicate In all reg~onal languages 
Good knowledge of communit~es 
Interpersonal communication skills 

The Board of Trustees were extremely concerned that some communities were 
not represented In the group of trainees and wrote a letter or compla~nt to the 
PMU Thrs resulted In the suspension of the project at the beglnnrng of the year 
In order to l ~ f t  the suspension, the PMU facditated a meetmg at wh~ch ~t was 
agreed that regular meetmgs would take place between the Project Manager and 
the Board, but thrs does not appear to have been followed through 

Therefore the trarnlng process has been put on hold unt~l a new group can be 
Identifled It IS unclear what budgetary rmpl~cat~ons this w ~ l l  have for the project 
and what wdl happen to the tramers that have already been tra~ned It IS 

~mportant to note that the tra~nees themselves found the training programme 
conducted by the Centre for Conflrct Resolutron ICCR) to be extremely good and 
that ~t really empowered them because ~t was h~ghly pract~cal 

Due to this delay, role-players (4 in each local ~ty) have not been trarned as yet In 
addrt~on, the workshops on the constrtut~on and local government have not as 
yet been run 

W ~ t h  the creatlon of an addit~onal post In the team, ~t IS hoped that work can 
now be accelerated However, ~t IS essent~al that Issues around approach and 
methodology be dealt w ~ t h  Part of the concern rarsed during the evaluat~on IS 

that a process of Integrating project management processes w ~ t h  trad it~onal 
pract~ces needs to be found, to ensure that stakeholders do not feel overlooked 
In the project 

The relationsh~p between the PMU and the Board of Trustees is good However, 
relat~ons between the Project Manager and the PMU have become strained, 
creatmg a d~fflcult work envrronment The reporting mechanrsms are felt to be 
onerous 

Due to the delays exper~enced on the project, there has been mmmal impact as 
yet H~gh  expectat~ons about the project have been expressed by TLCs already 
consulted All role-players w~thrn the KBT belleve that the process has great 
potent~al, although they do view ~t drfferently, either as a d~screte programme, or 
as part of much larger lnltratwes In wh~ch the KBT IS involved The strength of 
the programme is that the Prem~er has pledged full support to rt and work IS 

currently bemg undertaken w ~ t h  the RDP off~ce 
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Tbere has not been a cons~stent process of reportback between the Project 
Manager and the Board ot Trustees He meets on an ad hoc basis wtth the 
Cha~rman Report~ng to the KBT IS also not aiways conslstent 

Very little contact takes place w~th  the other sub-grantees 

Key ach~evements for the next twelve months are expected to be 

e The mtegrated dispute resoiut~on system (IDRS) wdl be in place 
e People In commun~tles wdl have skills to management confl~ct 
e ECO~OMIC  development wdl be enhanced because conflict around scarce 

resources will be min~m~zed and access to land facilitated 

Conclusions and Recornrnendai~ons 

internal problems w~thm the KBT and the project specif~cally have resulted In 
progress w ~ t h  the lmplementation plan being adversely affected The PMU 's role 
In assist~ng w ~ t h  these problems has resulted In ~t becomlng mvolved In mternal 
organisational Issues It Eippears that a resolution to the current drfficulties has 
been found w ~ t h  the splitting ot the Project Management and Tralnmg 
Coordinat~on functions Th~s w ~ l l  brmg add~tlonal person power Into the project 
that wr ll ensure better progress is made 

The KBT was ~nltially brought into the USAlD process by ACCORD who wanted 
a local partner and undertook to provide capaclty burlding The KBT's strong 
local support made ~t an appealing awardee, but serrous attent~on has had to be 
placed on bullding its mternal capacity to perform Bearmg In mmd the 
drfflcult~es that the organ~sat~on has experienced to date on the project, it w ~ i l  be 
important that all roleplayers agree on the new Project Manager when he or she 
IS appornted 

The following recommendat~ons should be noted 

a Roles and funct~ons w~thin the team need to be clarified, In line wlth 
outputs as they appear on the lmplementation plan 
The core team members should be trained to understand the frnanc~al 
management process, in order for them to better engage w ~ t h  the MFC 
Clear criteria for selecting tralners should be drawn up through a 
consultative process and all role players should agree on them This 
needs to be done as a matter of urgency 



IMSSA mid-term evaluabon 

PERSONS CONTACTED 

M ~ k e  Se~p~rr 
Simon Nguben~ 

Dlmaktso Mahlabane 

Rosemary Monyamane 
Peter Mabena 
Mbl bane TLC 

Project Manager KBT 
Spec~al Project Adv~ser 
KBT 

(01 3) 947-291 3 
082 781 21 64 

Project Admin~strator 
KBT 
Trarnee KBT 
Trarnee KBT 
CEO 

(01 3) 947-291 3 

082 968 1 778 
(01 3) 947-271 5 
(01 31 973-5408/19 



IMSSA mid-term evaluation 

King Luthuh Transformation Centre (KLTC) 

The King Luthuli Transformation Centre was estabitshed over ten years ago, to 
work as an anti-apartheid organisation In light of the new pol~tical dispensation, 
it has shrfted its focus towards development facilitation and assisting with the 
transformation process It has been involved In confhct resolution work for some 
time The target areas of the KLTC are Witbank, Middelburg, Ermelo, Ogles and 
Belfast i n Mpumalanga 

Process of engagement of evaluat~on team 

The team member focusing on KLTC conducted an analysis of the 
documentatron relating to the process, as l~sted in the annexure She then vis~ted 
the offices of the project in Johannesburg and conducted interviews with the 
Project Manager, Trar ning Off~cer and Chef Executive Officer according to the 
attached Interview schedule Telephon~c rnterviews were held with potential 
beneficlarres of the project from TLCs in the above mentioned areas 

f~ndmgs and analysis 

Programme 

The overall Program Objective as stated by the KLTC is to "Increase respect for 
authorrty and law, and strengthen communication skdls among people mvolved 
in and with newly formed democratrc structures related to local government, in 
the urban and peri-urban areas of Witbank, Mrddelburg, Ermelo, Ogles and 
Belfast " 

The i mplementat~on plan differs in scope from the original proposal submitted 
by the KLTC The proposal targeted three provinces and focused on the 
des~gning and implementing of a dispute resolutron system within government 
and community structures, as well as training people in communication and 
negotlatlon sk~lls, as well as enhancing reiationsh~ps between project 
participants 

In its three stated interventions, the implementat~on plan now focuses on 
strengthening KLTC's capacity, developing and piloting a training manual on 
Ubuntu princ~ples in order to develop a framework for managing conflict 
resol ut~on processes within local government and community structures and 
f~nally enhanc~ng d~spute resolution, communication and negot~at~on sk~lls 
within relevant structures 
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What remarns central to both the proposal and the lmplernentatlon plan IS the 
KLTC's comm~tment to the philosophy of Ubuntu as a key rnechan~sm for 
addressing conflla The strong emphasls on cornmunrcatlon sk~lls rs also of 
Interest because whde rt IS burlt mto the rmplementation plans of other 
organrsatlons, rt IS not as strongly emphas~sed 

The program budget IS s~gn~f~cantly reduced from that prev~ously outlrned rn the 
proposal (from R771,002 to R345,295) The Impact of thrs wrll be discussed 
later 

Development 

The development of the ~mplementatlon plan was found to be extremely useful 
and th~s methodology has now been appl~ed In other projects rn whrch KLTC IS 

rnvolved It IS felt that the rmplementat~on plan addresses some of the gaps that 
were rdentrf~ed rn the or~gmal proposal 

Resources 

A number of Issues have been ra~sed around the staffmg of the project None of 
the key staff members workmg on it are full-time The project manager and 
trarn~ng offlcer both have a 60% time comm~tment, and the bookkeeper 20% 
The Impact of running a project based In Mpumalanga from a Johannesburg 
offrce, wrth essentially two part-trme people has most lrkely contrrbuted to some 
of the tlme delays ~n the rmplementatron of key actrvrtres The KLTC has 
proposed to the PMU that an addrtronal person be employed by the project, as a 
local coordmator Th~s person would also not be full-trme however 

Part of the rat~onale of only havmg part-t~me staff on the project relates to the 
KLTC being a well-establrshed and functronrng organlsatron However, due to 
the trme commrtment requ~red by the project, and the d~stances ~nvo\ved, rt IS 

necessary that one person be employed full-time to work w~thm the area of the 
targeted TLCs A local base In terms of off~ce space w ~ l l  have to be  denti if led for 
the person Negot~attons are bemg undertaken w ~ t h  the targeted TLCs to make 
use of thew facrl rtres 

The tralnmg on rnon~torlng and evaluatron was found to be extremely 
problemat~c The partlc~pants felt that they are now only equrpped to frll out the 
requ~red forms, but do not understand the process and Importance of monltorlng 
and evaluat~on Due to the rmportance of M&E to the project, this IS problematlc 

The report wrlt~ng tramng was only attended by the Project Manager, and he 
could not stay for most of rt He has expressed a w~sh to attend the workshop 
agaln as he belleves that ~t could be of value 
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Performance accord~ng to each of the stated interventrons IS takmg piace at 
d~fferent levels 

lntervent~on 1 focuses on strengthenmg the KLTCts management and log~stlcal 
capac~ty to ~mplernent the program Bemg a well-established organrsatron, KLTC 
had an ex~stlng mfrastructure and staff complement to offer to the project In 
terms of identrfyrng staff to work on the program and to establ~sh the project 
off~ce, thrs has taken place No new people have been employed to work on the 
project The process of ~dent~fy~ng training needs appears to have not happened 
systematically as not all people involved in the project were aware of the tra~n~ng 
courses that have been outllned on the tra~nmg plan prov~ded by the PMU Only 
the Project Manager has attended tramng courses at th~s stage, although there IS 

a comm~trnent to rnclude other staff during the course of the year 

The KLTC has been through an interactwe workshop with the consultant 
focus~ng on systems and procedures and found ~t to be very useful The 
organlsatlon has adopted the ~mproved procedures and feel that thrs IS one of 
the greatest benefits to be derrved from the project, for KLTC mternally 

In terms of lnterventlon 2, whlch focuses on the development, p~lotlng and 
adaptmg of the training manual on Ubuntu pr~nciples, progress has been slower, 
due to a number of factors 

Leadersh~p In the areas have been contacted and consulted Detaded needs 
assessment and planning workshops have taken place In only two of the fiye 
areas (W~tbank and M~ddelburg) Project launches are only planned for mid- 
Apr~l, or thereafter, whereas they are outilned to have taken place rn November 
1997 Formal tramrig processes have not as yet taken place In any of the areas, 
even though the frrst one was scheduled to take place In February and March 
1998 

The KLTC polnts to the fact that the ~mplementat~on plan was not drawn up w ~ t h  
a keen sense of cond~trons on the ground The Importance of obtammg a clearer 
sense, earl~er on, about local condit~ons, IS reflected In thelr comment that 
counc~lors should have been part of the ~mplementatron plan workshop 

The reasons for the delays are glven as bemg two-fold Firstly, \he KLTC was not 
aware of the klnds of tensrons and d~ff~cult~es that existed In the areas In which 
they are atternptmg to work The leg~t~macy of structures sukh as the TLC in 
Belfast have been quest~oned The TLC rn Ogles was suspended for a per~od of 
t ~me  The Impact of this on the project has been that the KLTC has found it 
d~f f~cul t  to ~dent~fy points of entry into the communltles, because councrls are In 
themselves spl ~t, off rcrals are d~scred~ted and the prow nc~al government is seen 
to be mterfermg In local matters They have now ldent~f~ed the busmess 
community as berng the most useful access pomt and are contahng them 
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The problems being experienced by the KLTC are not unique to them The 
complexities of the local government context are reflected in the range of 
difficulties bemg exper~enced by organrsations workmg with such structures 

The second important factor to note i s  that rn the manner ~n which the aa~vities 
that the KLTC have been lnvolved are descr~bed, they are not following the 
implementat~on plan very closely Formal tramng sessions have not as yet taken 
place, but the process of engagement itself IS described as bemg part of overall 
capacity budding D~fferent stages have been reached with each of the five target 
areas Middelburg IS seen as bemg the most advanced, while recent negotiat~ons 
with the Witbank TLC have resulted in the Mayor makmg office space ava~lable 
for the local coordinator who will hopefully be brought on board soon 

Involvement in the IDRS has been limited to attendance at the workshop ~n Cape 
Town, and to some discussions in Mpumalanga It is seen as a mechanism to 
integrate all programmes In the umbrella grant and to develop a p~ lo t  study 

The most s~gn~ficant benefits that KLTC will derwe from the grant are seen as 
be~ng internal capacity building, espec~ally w~th regards to financial procedures 
and systems 

The umbrella grant is  seen as bemg a highly benef~cial structure through which 
to manage a grant, part~cularly by a local organlsatron that has an understanding 
of the context w~thin which NGOs work The KLTC has appreciated the support 
recewed by the PMU and feel that the organlsat~on has grown through the 
process, which i s  essential if they are going to take part In more competitive 
b~ds The USAlD umbrella grant IS the first such process In which KLTC has 
partic~pated The KLTC originally applied to USAID to manage the umbrella 
grant itself, but feel that IMSSA was better pos~tioned and resourced to manage ~t 
and are satisfled to be working as direct service providers 

The KLTC is satisfied that the process ~nit~ated by the RDP off~ce In Mpumalanga 
will not duplicate or conflict with their programme If minor amendments are 
requ~red th~s would be the natural result of a process of d~scussion and 
negotlat~on and would not necessarily pose a problem to them 

Conclus~ons and Recommendations 

The KLTC has found the umbrella grant to be an extremely positwe experience 

The diff~culties being experienced In the f~eld are viewed as outcomes to be 
expected from the process of transformat~on and much work has been done to 
build the consensus necessary to beg~n the work outlined In the implementat~on 
plan Due to the add~t~onal work required on the project, and the distances to be 
traveled, the need for a local coordmator IS clear Some cautlon should be noted 
that even with the local coordmator, careful management of the process must 
ensure that the time lost in terms of the implementat~on plan is compensated for 
over the next few months 
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Possible suggest~ons to Improve the current processes rn place that KLTC would 
llke to emphas~ze are that more frequent workshops for sharlng experiences and 
information should be held In addit~on, proper feedback on reports should be 
glven, In order to strengthen internal monitoring and evaluation processes 

The KLTC, having worked In Kwazulu-Natal, feels strongly that if an extension of 
the USAlD grant is glven In 1999, it should go to areas not covered by the 
current grant, such as the Northern Province and KZN A small add~t~onal 
amount should be made avadable for some follow-ups In Mpumalanga, to 
mamtarn the relat~onsh~ps already developmg The KLTC states strongly, 
however that they belleve by the end of the eleven month period of th~s grant, 
they will have bulk a core group of tramers who w ~ l l  be able to contmue the 
work of the programme rn the reglon 

The following recommendatlons are noted 

A ful I-t~me local coordinator should be employed The local coordmator 
should be skilled In facllrtation and consultat~on skills, to be equ~pped to 
assist the project manager and tralnr ng officer In the conductrng of workshops 
and drscussions 
The lmplementat~on plan should be reviewed and amendments to time 
frames made where necessary It would ass~st the KLTC In plannmg to make 
dlstlna~ons between the f~ve TLC with which they are work~ng and to plan 
accordmgly as they are at very different stages of readrness for the 
programme 
Budgetary Items relating to the appomtment of the local coordmator and 
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WlLGESPRUlT FELLOWSHlP CENTRE (WFC) 

Introduction to Organ~satron 

W~lgespruit Fellowship Centre has been involved in running confhct resolution 
programmes, largely smce 1994 The centre is well-resourced and, through the 
Letsema Conf l~d Transformation Resource, is exper~enced In general confltct 
resolutton programmes The focus of the USAlD grant programme falls on the 
design of pu bl IC partlapatton processes 

Process of engagement of evaluat~on team 

The team member focusing on W~lgespruit conducted an analysis of the 
docurnentatlon relattng to the process, as l~sted in the annexure She then vistted 
the offices of the project in Roodepoort and conducted mterviews w ~ t h  the 
Project Coordinator, one of the researchers and the coordinators for 
Mpumalanga and the North West, accordmg to the attached rnterview schedule 
Telephonic mterviews were held with benefictaries who attended the f~rst 
training programme In Mpumalanga to broadly assess impact 

Fmdmgs and analysls 

W~lgespruit has taken a specific approach to managing the conflrct resolut~on 
programme, and that IS through developmg publ~c particlpat~on processes This 
focus was seen as a particular strength by the PMU when evaluating the~r 
proposal It IS therefore of importance to evaluate whether th~s approach IS being 
carried through In the implementation of the programme 

Programme 

The focus of the programme is reflected in the programme objective In the 
implementation plan, namely "To budd public part~cipatton process design 
competencies, for various focal government role players (councillors, officials, 
amakhosi and civi l society) through train i ng, action research, implementation 
support and case documentatton over a project period of 15 months rn six 
locallties In the Lowveld area of Mpumalanga and in the eastern region of the 
North West province The programme w ~ l l  develop an approach to public 
partlapatton designs, whrch can be repl~cated throughout the country " 

Des /gn 

Some changes between the orlginal proposal and the implementation plan are 
noted 



Firstly, the proposal focused on the Western regions of Mpumalanga and the 
Northern province Due to IMSSA's decislon not to focus on the Northern 
Province, and the fact that the KBT was already active and had a followrng In the 
targeted areas of Mpumalanga, meant that the focus areas of the project shrfted, 
to the Odl and Moretele distrrcts of the North West, and the Lowveld region of 
~Mpumalanga 

Secondly, the plan ~ncludes, as the first intervent~on, a focus on burlding the 
capacity of the WFC to manage the project Th~s was not reflected In the 
proposal Fmally, the implementatron plan has not substantially added to, but 
rather reorganised, the activities reflected in the proposal 

Development 

The ~mplementatlon plan workshop was found to be extremely useful and has 
given the team a tool and methodology w~th  which to manage the project 

The project has full-time staff dedicated to it, which IS Important to the success of 
the project The Project co-ordmator is full-tlme, as are one of the researchers 
and the two field facrlitators The Project Manager and Project Co-ordrnator had 
worked with WFC before (the Project Manager is the co-ordmator of the Letsema 
programme) One of the researchers and the two field facrlltators were employed 
specrfically for the project 

The project i s  well-resourced in terms of carrying out the work outlined in the 
plan Three factors should be noted however Firstly, a difficulty has been 
encountered with regards to the fleld facilitators The project would like to 
access regronal offrce space for them, in order to assist them with therr work, but 
allocations are not made for this on the budget Negotiations have been taking 
place with organisations rn the area, but in the case of the Local Government 
Association of Mpumalanga (LOG AM) in particular, it has been extremely 
difficult Secondly, msufflclent allocations have been made to the transport 
budget, and the field facrlitators have found tt drff~cult to travel to the TLCs and 
target communltles Flnally, the researchers would l ~ke  to be able to conduct 
action research in the freld themselves, but there IS no allocation on the budget 
for them to travel Requests with regards to the acquiring of reglonal offices, and 
addrt~onal travel expenditure are being made to the PMU 

Performancellmpact 

In terms of progress with regards to the tmplernentat~on plan, a number of factors 
have affected progress They w ~ l l  be tdentlfied in the relation to each 
Intervention 



lnterventron 1 focuses on bur lding the internal capacrty of WFC Thrs has largely 
taken place according to the rmplementation plan Some diff~culty was 
experlenced wrth the appointment of the field facrlrtators because the project co- 
ordinator wanted to appo~nt people from the target areas When appropriate 
people could not be found, the current facrlrtators were sourced through an 
employment agency The project team i s  running well, despite some difficulties 
encountered In the field There appears to be slight tension between the PMU 
utilis~ng the Project Manager as contact person, when he is only dedicated to the 
project for 20% of his trme and not the Project Co-ordinator who works on the 
project 1 0O0l0 of her time (due to the fact that the Projed Manager was overseas 
during part of the evaluation process, he has not been mterviewed on th~s issue 
This may be a point of follow-up that is required) As outlmed above, some 
problems have been encountered with accessing space in regional offlces 

Internal processes w~thin WFC have been strengthened It was noted that the 
assistance provided in terms of frnances has been particularly valuable and has 
benefited the organisation enormously A concern has been raised that additional 
assistance wlth internal admr nistrative procedures IS not really requi red and 
should not be rmplemented unless the organisation feels it is necessary 

Capacity burlding has begun for the staff working on the project The project co- 
ordinator feels strongly that as many people as poss~ble should attend the 
training presented by the PMU, and so has requested that addrt~onal staff 
members attend the tra~ning sessions that have been held The training plan of 
the PMU reflects that additional people from WFC have been accepted on 
trarnlng courses 

The monitoring and evaluation workshop was found to be useful because the 
format provlded has assisted the fleld facilitators However, the approach 
adopted in the workshop was found to be problematic and it is  hoped that some 
of the concerns raised wr I1 be addressed in the follow-up workshop in August It 
was suggested that perhaps two levels of tralning should have been considered, 
to address expectations around monitoring and evaluation theory, as well as 
practice 

The report wrrting workshop was found to be very useful by all the staff at WFC 
who attended it 

An extremely positive factor in terms of team burldmg i s  that a week-long 
inductron programme was held once all members of the team were recruited 
Everyone noted that this was very useful to Introduce people to WFC, its 
philosophy and history, as well as to Letsema and the manner in which the 
USAlD grant IS being approached 

Intervention 2 focuses on building relatronshlps In the target area through 
consultation A range of consultations have already been held 
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The f~eld faal~tators feel conf~dent that they have carrred out as many of 
consultat~ons as poss~ble They do feel concerned thar due to the l ~ m ~ t s  of their 
transport budget, they have not always made it to as many meetings as poss~ble 
Consultat~ons In the North West appear to be further ahead, because the co- 
ordmator has been on board longer, and the complex~t~es around processes in 
Mpumalanga have slowed the programme down sl~ghtly There IS a concern that 
there i s  not as yet a clear framework for mtegratrng the IMSSA process w ~ t h  that 
of the prov~nc~al government 

The strong focus on actton research reflected In mtervent~on 3 IS a strength of 
how WFC has conceptualrsed the programme WFC has dtrected resources to 
capturmg mformation about publlc partlapatton processes and to developing a 
resource frle that w ~ l l  be made available to partlcrpants at workshops and also 
become an mternal resource for WFC The resource f~ le IS in the process of bemg 
developed A research spec~alrst (Hanlre van Dyk from the W~ts School of Public 
and Developmenr Management) IS bemg utilised to ensure that the research IS 

conststent and rel~able A workshop on action research has been held to ensure 
that the research team IS working with a common understanding and purpose 

The researchers have exper~enced some dr fficulty obta~n ing informatron from the 
field fac~lrtators, who are meant to be keepmg research d~arres and feed 
mformation back to them Due to the pressures in the f~eld, the facil~tators have 
found ~t d~ff~cult  to provide the researchers wrth the qual~ty of mformat~on they 
require Th~s IS the reason given by the researchers for requirtng a travel 
allocat~on In order for them to conduct primary research The extent to wh~ch the 
f~eld fac~litators feature in lntervent~on 3 needs to be addressed because a 
number of the activrties wrll falter tf the~r capac~ty to contribute IS not bu~lt, or an 
alternat~ve approach to rnformation-gathermg adopted 

It was also of mterest to the evaluators to ~dent~fy whether or not a co-ordmated 
process IS takmg place between the sub-grantees to capture the learnmgs from 
thew work Th~s does not appear to be the case at present The development of 
the traintng manual which WFC would hke to see betng accred~ted by the NQF 
IS w ~ l l  be an excellent outcome of the process and it would be ~rnportant to see 
how th~s mteracts w ~ t h  the outcomes from the other sub-grantees 

Tra~nrng of benef~clar~es, In lme with lntervent~on 4, has taken place only rn 
Mpumalanga thus far A number of Important factors should be noted w ~ t h  
regards to the tramrng process WFC has chosen to deal w ~ t h  a complex process, 
that of publ~c part~cipatton, as the core focus of therr mterventton Ltttle work has 
been done to formalrse such processes In South Afr~ca as yet and WFC felt that 
them greatest contributron could be to the desrgn of processes that could be 
~mplemented elsewhere The ~ntroductron of publrc part~crpation process design 
to benefrc~ar~es understandably needs to be handled carefully 



It appears from feedback from partrclpants that the tralnrng conducted in 
Mpumalanga was d~fftcult at tlmes to follow because ~t was p~tched at a hrgh 
level In the rmplementat~on plan, workshops In conflict resolution and PPP 
design are dealt w ~ t h  as separate processes, but In the tra~nrng process in 
Mpumalanga they were combmed Into one f~veday trarnlng process Thrs caused 
partrcrpants to be unclear about the focus of the process From this workshop, 
WFC have dec~ded to again separate the two elements of trarnrng for the 
workshop rn the North West to be held later th~s month It IS rmportant at thrs 
stage for WFC to reconfirm the focus of the programme and to ensure that any 
lack of clar~ty that currently exists amongst the Mpumalanga beneficlartes IS 
addressed Add~ttonal feedback on the tramng reflects that it was very useful, 
but people are unclear about how rt should be implemented and where support 
for rmplementatron w ~ l l  come from Strong follow-up to support ~mplementatron 
wrll be required by WFC This follow-up rs reflected In the ~mplementatron plan, 
but perhaps needs to be pr~or~trsed now 

It 1s Important to note that WFC undertook a crrtlcal reflectwe process at the end 
of the trarnrng to rdentify what had worked and where difficultres exlsted Th~s IS 

reflected rn an evaluat~on report prepared for the PMU 

An Issue of concern was noted, both on the part of WFC and the PMU, about the 
use of an international expert In PPP desrgn on the project The Issue of the 
extent to whrch the PMU, as a fundrng body, can and should ~ntervene In 
rnternal project management should be addressed, In order for a clear 
understandmg to be reached by both partres The negotratrons process wtll be 
dlffrcult, but should always be undertaken w ~ t h  the objectrves of the project In 
mmd 

From the documentatron made avarlable to the evaluators, the standard of 
reportrng IS very good and careful attention IS bemg glven to the narrat~ve 
reports The freld facrl~tators are also takmg care to record the~r actrvrtres but, as 
noted above, time constramts hmrt the extent to wh~ch th~s can be done and the 
manner In whrch ~t can be rntegrated Into the research process 

The system of monthly reportmg IS found to be trme consuming but a useful 
project management tool There IS some concern that gaps may be found rn the 
narrative reportrng mechan~sm The researchers have been brought on board to 
f ~ l l  In the monrtormg plans, so that the responsrbrl~ty for monrtoring is more 
broadly spread across the team There IS an expectation from the project team 
that they wrll recewe consolrdated reports from CAII, to keep them mformed 
about the progress of the other sub-grantees Thrs has not happened as yet 

The umbrella grant rs seen to be a useful approach to grant makrng, because it IS 

~mportant to empower local organ~satrons in these ski I Is, wh rch have tradrtmally 
been the reserve of very few people The per~od of the grant, however, IS seen to 
be too short, especially on the part of the freld facrlrtators who are aware of the 
expectations berng placed on the programme from potentral benefrclarres 

37 
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Concern has been reflected about the IDRS and the manner In which ~t IS 

proceeding There IS concern that the confl~ct resolution community as a whole 
is not yet on board The process around the deveiopment of the IDRS needs to 
be clanfled, as rt appears that sub-grantees are not sure about the impact that ,t 

will have on therr lmplementat~on plansf 

The sustainability of the programme has been cons~dered It will be taken 
forward, even w~thout further funding from USAID, through the Capacity 
Bullding misslon area in the WFC Discussrons have also been undertaken w ~ t h  
organrsatlons such as the House of Trad~tional Leaders about its future 

Conclus~ons and Recommendat~ons 

WFC has designed a well-conceptualised ~mplementat~on plan that w ~ l l  result 
both In the development of local capacity as well as materrals and resources to 
be dsed elsewhere It will be rmportant to address some of the issues that the 
team feels are impeding thelr progress, especially with regards to the transport 
budget It will also be necessary to ensure that the focus on the programme IS 

being clearty art~culated to benef~clarles, both In the consultatron processes, and 
In the tramlng Strong follow-ups with beneficiaries will be requlred 

The followmg recommendations should be noted 

Discussions between the PMU and WFC should take place around the 
allocat~on of further funds for travel, for both the f~eld fac~litators and the 
researchers 

The resource file for partlcipants should be reworked to su~t different target 
audiences The resources are well-chosen and informative, but a summary 
and l ist of key learnrng pornts would be useful for partmpants dealing w ~ t h  
the subject matter for the first time 

The tra~ning processes on conflict resolution and public partrc~patlon process 
deslgn should remarn separate, to ensure that partlcipants are able to engage 
with the content and that the focus of the programme is clear to them 

Strong follow-up mechanisms should be put In place to ensure that 
benef~craries are able to implement the PPP programmes 
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NORTH WEST PA LEGAL MOVEMENT (NWPLM) 

INTRODUCTION 

The North West Para-legal Movement (NWPLM) was launched In 1992 through 
the initlatlve of the Lawyers for Human R~ghts As an umbrella structure it plays a 
co-ordinating role for varrous Adv~ce Centres in the province The organ~sat~on 
has been rnvolved in a range of programmes such as the Constitutional BIII of 
Rights Programme and Educat~on for Democracy The current project on Conflict 
Resolut~on In the local government sector IS the NWPLM's major project The 
target areas of th~s project 1s the Klerksdorp D~str~ct (Schwe~zer-Reneke, 
Potchefstroom) and the Vryburg Dlstrrct (Taung, Kuruman and Ganyesa), both 
located w ~ t h ~ n  the Northwest province 

PROCESS 

0 The midterm evaluation process of the NWPLM was conducted by rewewing 
documents and interviews In terms of documents, quarterly reports, the 
analys~s of preliminary assessment, quarterly reports m d  the programme 
implementation plan were reviewed 

Presented below are a summary of fmdings from the revrew and intervrews 

FINDINGS 

Programme 

In terms of the programme, a the followmg Issues were examined 

Match between existing programme and programme originally submitted 
(includmg budget) 
Progress regardmg im plementat~on 

3 1 I Match between exrstrng programme and programme ongrnally submitted 
(rncludrng budget) 

In terms of the match between the existing and the or~g~nal programme, there 
were no srgn ificant differences 

The following differences were noted In project objectwe one To develop 
NWPLM capac~ty further, the need to develop the followmg were ~dent~fied 

* basic organ isatr onal pol icy and procedures to strengthen operat~onal capacrty 
e develop a strategic plan to shape the future of the organ~sat~on 

This IS d~scussed further under the resources sectlon below 



Wlth regard to issues of budget ~t was reported that there is st111 a good match 
between the budget and the ~mplementat~on plan However, thls may be 
Impacted depending on how the vacant d~rector posrtlon is dealt with (see 
drscuss~on on Resources below) 

3 7 2 Progress regardrng ~mplementat~on 

Programme objectwe 1 

In terms of lncreaslng organ ~satronal capac~ty there are a number of actrvrtres that 
st111 requrre complet~on 

The d~rector posrtion IS strll vacant and a new bookkeeper (Ms Ouma Tlal~) 1s 
currently berng tramed to take over from the current bookkeeper (Mr Wavell Van 
Wy k) 

Actrvity 5 

Currently a number of the tralnlng programmes st111 have to be completed 

Operattonal office procedures still need to be documented and val~dated 

The strategic plannmg process sttll has to be completed 

Programme objectwe 2 

W ~ t h  regard to th~s objectwe, all activ~tres, consultat~on, mater~al development 
and validation, trarnrng of trainers and pdot sessions have been completed 
Mater~als have been found to be relevant and areas for ~mprovement have been 
~dentrf~ed (e g LDOts) 

However, some areas of concern are rarsed In thrs regard 

The amount of tlme allocated to the tra~nlng of tramers (2 5 days) IS qu~te 
short and may rmpact on really how competent tramers are 
The lack of rigorous evaluatron of the pilot workshops (trainers and material) 
In th~s regard the evaluat~on mechanisms were very general (part~cr pants 
responded to an evaluation schedule) 



Programme objective 3 

The activities (I e the conductrng of the training workshops) still need to take 
place Stakeholders and participants have been identified However, the 
irnplementatlon plan is  qu~te broad and the absence of more detailed plannlng 
with regard to this objectwe could lead to implementation problems 

Programme objective 4 

Currently, very Irttle appears to have happened w ~ t h  regard to the above 
objective The ~ntention that the NWPLM staff inform the process through 
adv~sory meetmgs has been hampered by the fact that consultants charged w~th 
the responsibility of developing an initial framework have not done so Thus the 
NWPLM are currently in a state of limbo with regard to the above objective 

Resources 

In this sectlon resources, human, financial, physlcal and organisat~onal 
(including systems, policies, procedures and structure), are discussed 

human resources 

interviewees felt that the current staff complement was adequate to manage the 
programme However, there are certain problems that need to be addressed as 
this could have an impact on the longer-term sustainab~lity of the organsation 

e Currently the dlrector post is  vacant and the provincial secretary IS acting in 
this position 
The provinc~al secretary also plays the role of programme coordmator 

These multlple roles could mean that cruc~al strategic Issues such as ensuring the 
longer-term sustalnabillty of the organisation wdl be ignored 

frnanc~al resources 

lnterviewees felt that there is currently a good match between the budget and the 
programme Thrs is however impacted upon by the dlscuss~on in 3 2 1 

phys~cal resources 

lntervrewees felt that the physlcal resources were adequate 
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organisational resources 

lnterw ewees reported that a number of processes, establ rsh mg proper flnanc~al 
systems, developmg off~ces polrc~es and procedures, lmkmg budget to plannmg 
have been put In place However, they reported that there was a clear need to 
develop a more long-term strateg~c plan The spec~frc request IS that th~s plannmg 
deal w ~ t h  Issues such as 

structure (role of governrng body) 
~mpl~cat~ons for frnanc~al management systems (if we grow) 
what IS our speclf~c busmess 
how to deal w ~ t h  dynam~c of mdependence vs cooperation among advice 
centres 
future f~nanc~al v ~ a b ~  l ~ t y  (accessmg d~fferent sources) 
trends In the NGO movement 

In add~tion, concern was expressed regarding the extent to wh~ch the 
organ~sat~on possessed the necessary monltormg and evaluat~on capaclty The 
prov~nc~al secretary, who IS currently respons~ble for mon~torrng and evaluat~on, 
expressed the need for further capaclty bulldr ng 

Performance11 mpact 

In th~s sect~on, lntervlewees were asked to reflect on how spec~frcally therr 
performance or Impact could be measured 

These are stated In relatlon to each of the objectives 

Programme objectwe 1 

Askmg adv~ce centres how they have benef~ted 
Has the NWPLM developed capacrty to sustam ~tself 
Is management practice up to scratch 
A clear strategic plan has been developed 
Our operatronal capacity has been budt 

Programme objectwe 2 

Qual~ty materlal has been developed for use In the future 
Good relatronshlps wrth stakeholders have burlt 
Stakeholders can a r t da te  therr roles clearly 
Documents wh~ch capture the roles of the d~fferent stakeholders 
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Programme object~ve 3 

e Stakeholders have developed sk~lls 
0 Stakeholders can site mstances where they have used the~r skills (can resolve 

dlsputes on their own) 
e What confl~as have been successfully dealt wlth post the tramrng 

I nterventlon 
e Reduced confl~ct levels 

RECOMMENDATIONS 

In relation to the above the followmg recommendatrons are presented w ~ t h  
regard to the followmg areas 

Organ~sational Resources 

Completron of a detailed strategic plan 
- specific attention on future sustamabil~ty {influenced by the audlt of 

Adv~ce Centre needs to Identify new needsfbusmess opportunrt~es) 

Development of a structure that wlll allow effic~ent rmplementation of current 
programme as well as ass~strng rn longer term sustarnabrirty 
- Deta~led assessment of current dutres of the prov~ncial secretary and 

deftn~te decrsion regarding to frlirng of the dzrectors post 

e Bolstering of monltor~ng and evaluation capac~ty 
- further trarnmg of provmcral secretary and project manager regard~ng 

rnonltorlng and evaluat~on capacity 
- clearer mechan~sms to evaluate tramng programmes (content, process 

and ~mpact) 

Human Resources 

Ensurmg that new bookkeeper has capacrty to take over 
- currently there IS a good had over plan In place However th~s must be 

supported by the PMU 

Proper evaluatron and support of tramers to ensure competence to do trainmg 
- ensuring that tramers are properly capcltated to do traming of 

stakeholders 

Complet~on of outstanding staff tralning 



Programme 

Development of a more deta~led plan regardmg programme objective 3 
- when exactly the six workshops will take place 
- what rnechan~sms are in place to ensure part~clpants turn up 
- have venues been booked etc 

ANNEXURE 

In terms of Interviews, the fol Iowmg people were mterv~ewed 

Mr Hercules Ndlovu - Chairperson of the Provincial Executive Committee 
Mr John Mashaba - Prov~nclal Secretary and Aamg D~rector 
Mr Vusi Chinga - Project Manager 
Mr Wavell Van Wyk (Ouma TlaIl) - BookeeperiAdm~n~strator 



COMMUNIW CONFLICT MANAGEMENT A 

INTRODUCTION 

The Commun~ty Conflict Management and Resolut~on (CCMR) was established 
in 1991 by Mr Pat Mhklze and the Black Lawyers Assocrat~on (BLA) in 1991 
Initially, the CCMR had off~ces rn Mpumalanga, Kwazulu Natal and Soweto 
Currently, it has it head off~ce in Randburg and its regronal office In the Free 
State The CCMR has a history of workrng in areas such as conf l~a managemeqt, 
d~spute resolution, negot~at~on and med~atron, human r~ghts education and 
prejudice reduct~on Currently, the project on Confl~ct Resolution In the Local 
Government Sector is the major project that the CCMR focuses on The 
Sryabon~sa Community Project, as the project is known, is based ~n the Free State 
and covers the foilow~ng areas, Goldfrelds, Kroonstad and Qwaqwa 

PROCESS 

e The midterm evaluat~on process of the CCMR was cwducted by revlewrng 
documents and ~ e - w  -)- - -FC- I r -  .+ 

- -?art rep- 9"' - 
L 

analysis of prellmrnary assessment, qbarrerly repurls dna ens programme 
~mplementat~on plan were reviewed 

Presented below are a summary of findings from the review and interviews 

Programme 

In terms of the programme, a the following issues were exam~ned 

e Match between existing programme and programme orrginally submrtted 
(rncludmg budget) 
Progress regarding implementat~on 

Match between exrstmg programme and programme orrgmally submitted 
(rncludrng budget) 

In terms of the match between the existrng and the origrnal programme, there 
were no srgnif~cant differences 

With regard to Issues of budget ~t was reported that there IS st111 a good match 
between the budget and the rmplementation plan However, with regard 
admmrstrative costs, particularly telecommun~cations, ~t was felt that thts item 
had been under budgeted and required re-negotratron 
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Progress regardmg lrnplernentatlon 

Programme objectwe 1 

In terms of increasing CCMR1s technical and managerla1 capaclty there are a 
number of actlvitles that st111 require complet~on 

Activity 1 

While the staff allocat~on has been completed, the reg~onal office has clted the 
need to urgently conslder an addit~onal post, recept~on ist/admm support person 
The current situation IS that when the Project Manager and Fleld Coordinator are 
out on trarning or domg project work, the office has to be closed Th~s causes 
major lneff~clency within the office 

There IS a range of staff tralnlng that stdl needs to be completed Interwewees 
commented that the mon~tor~ng and evaluation tralnmg has not met thejr 
expectat~ons and that they requ~red further tra~nmg In that speclflc area 

In addition, the field coordmator who IS currently responsrble for off~ce 
administration has requested capacity buildmg In the area of off~ce 
admmistratlon 

Programme objectwe 2 

Activity 1 

In relat~on to this actwlty three broad multl-stakeholder consultative forums have 
been held as opposed to the focus groups In add~tron, the Intent~on IS to develop 
and admm~ster a questlonnalre among stakeholders to test the level, nature and 
cause of confl ~ c t  in the community One Transit~onal Local Counc~ l meetmg has 
also been addressed 

W ~ t h  regard to th~s act~vity, the CCMR ~ntend to develop the material mternally 
However the mechan~sms to validate and assess the qual~ty of the mater~al 1s not 
clear The deadlme for mater~als bemg developed has been set as the end of 
Aprll 1 998 
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a t  the t~me of interwewing (7/4/98) tramers had not been tdentifred No clear 
criteria have been establrshed regardmg the selection of trainers The 
mechanisms to evaluate trainers once they were tramed was dso not clearly 
established 

Activities 4,5,6 

These actlvltles involve the actual tra~ning of stakeholders A framework for 
selecting course partic~pants has been developed However the specific people 
still need to be ~dentif~ed and briefed Currently no spec~flc tra~nmg dates have 
been scheduled 

Activity 1 

Materlai have not yet beeq developed and again ~t IS not clear how materral wil l 
be evaluated 

At the time of interviewing {7/4/98) trainers had not been identified No clear 
crlteria has been established regarding the seiectlon of trarners The mechanisms 
to evaluate trainers once they were trained was also not clearly establ~shed 

Th~s activlty mvolves the actual training of stakeholders A framework for 
selecting course participants has not been developed However the specific 
people st i l l  need to be identified and brlefed Currently no specrftc tralning dates 
have been scheduled 

Programme objective 3 

The amount work w ~ t h  regard to the development of the mtegrated dispute 
resolut~on system has been very I~mited lnterviewees have stated that they are 
currently awa~tmg gu~dance from the PMU 

Resources 

In this section resources, human, financial, physrcal and organrsational 
(rncluding systems, pol~c~es, procedures and structure), are dtscussed 



human resources 

Intervrewees felt that the current staff complement was adequate to manage the 
programme However, it was acknowledged that the need for a 
recept~on ist/adm~nrstrator In the Free State off~ce was overlooked and that this 
was causing major problems when the regional staff were out ~n the field (see 
d~scussion above) 

frnancral resources 

lnterv~ewees felt that there IS currently a good match between the budget and the 
programme However, tt was acknowledged that the telecornmunicat~on 
component had been under-budgeted and may require re-negotiation 

physical resources 

Interv~ewees felt that the physical resources in terms of off~ce space were 
adequate However, the reg~onal staff are currently using public transport to 
carry out project work This IS leadmg to obvious ineffic~encies 

organrsatronal resources 

lnterviewees reported that a number of processes, communication, delegation of 
powers to the regional office, needed sorting out as thrs would contribute to 
greater eff~crency Th~s needs to be explored further when the d~rector IS 

mterviewed 

In addition, concern was expressed regardtng the extent to which the 
organ~sation possessed the necessary monitormg and evaluation capacity Both 
the project manager and freld coordrnator expressed the need for addrtronal 
trainlng 

In this sectron, mtervlewees were asked to reflect on how specifically their 
performance or rmpact could be measured 

The followmg rnd~cators were ~dent~fied 

- Decrease rn conflict (measured qualitatively and quantitat~vely) 
- Improved communtcation between the councilors and the community 
- The existence of an IDRS - Indirectly, an ~mprovement in service delivery because this IS where 

energy wdl go 
- Stakeholders can rdentify therr role 
- Documents which capture these d~fferent roles 
- Testing benef~c~ary knowledge and skrll 
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RECOMMENDATIONS 

In relation to the above the followmg recommendations are presented w ~ t h  
regard to the followmg areas 

Organisat~onal Resources 

Improvement of communication mechan~sms between regronal and head 
off~ce 

0 Clarlfyrng roles and respons~brl~t~es through clearer delegation (powers of 
head off~ce, powers of reglons) 
Mechan~srns to deal w ~ t h  adhoc problems that are not cater for In the current 
system of weekly requ~s~tions 

* Bolstermg of monitoring and evaluat~on capaclty 
- further tramtng of staff 
- clearer mechan~sms to evaluate training programmes (content, process 

and impact) 

Human Resources 

the urgent appomtment of a receptron~st/adrn~nrstrator at the reglonal office 
Proper evaluat~on and support of tralners to ensure competence to do tralnmg 

Completion of outstanding staff tralnlng 

Programme 

Development of a more detailed plan regardmg programme objectwe 2 
- when and how tralners w ~ l l  be ~dentrf~ed 
- how tramers WI ll be evaluated to test thew competence 
- what specrf~c dates will the workshops take place 
- what rnechan~sms are in place to ensure partlctpants turn up 
- have venues been booked etc 

Physical Resources 

- a strategy (through sponsorsh~p) to acquire a vehicle for the reg~onal off~ce 
must be developed 



ANNEXURE 

In terms of ~ntervlews, the follow~ng people were ~nterv~ewed 

Mr P Mkh~ze - D~rector (st1 I1 to be ~nterv~ewed) 
Mr T L~phapang - Project Manager 
Mr Mod~se PI~SI- Field Coordrnator 



Evduation instrument 

The conceptual framework mformrng the evaluat~on instrument is based on a 
relatronship between three key elements 

Programme Programme 
Resources 

8 Performance 

Performance Resources 

w- 

e Programme refers to the conceptual desrgn and implementatton 
framework of the project 

Resources refers to the utilisatlon and management of human, financial 
and physical resources 

Performance refers to the actual impact of programmes 

Th~s methodology wrll be outlined in detail in the final report 

The instrument IS divided into two sections Sectron One deais wtth grant- 
making Section two deals wrth Institutional Strengthenrig and Programmatic 
Impact 
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SECTION ONE Grant-rnakmg 

1 I PMU/CREA 

Effectiveness In terms of 

1 1 1 Seledmg the priorrty sector 

What were the d~fferent steps In the priorit~sat~on process? 

Was USAlD involved In the rn~t~al d~scussions? 

What suggest~ons did they make? 

Who was ~nvolved in the different stages of the process and what roles were 
each of them playing? 

Looking at the different steps In the process, would you be able to give an 
~nd~cation of the successfulness of each step? 

Were problems or difficult~es incurred? 

Any comments recewed form the part~clpants in the process that 
~ncorporated? 

What were the key criter~a In selectmg a sector? 

What were the cr~teria to select the provmces 1nvolved2 

Are the sector and the provmces stdl  relevant , one year after the seied~on 
was made? 

Any review mtent~on or poss~brlity? 

Was feedback received or requested from or by partlapants In the process 
after the select~on was made? 

1 1 2 Awardmg of the grants 

What was the rat~onale for IMSSA to apply for the umbrella grant contract? 
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1 1 3 Solicttatron of proposals 

0 What process was used to make the umbrella grant known to the SA 
NGO/CBO community? 

a How were proposals sol~cited? 

a What sol~c~tat~on material was developed and who was mvolved in the 
development of it? 

e Why was sol~c~tatton used rather then other methods of gett~ng proposals in? 

0 How did organisat~ons receive the RFA? 

Were comments or suggestions made? 

Has the RFA been changed In any way? 

1 1 4 Appraisal 

How many proposals were recewed? 

Please indicate number received, number fallmg w~thin the criteria, number 
of proposals not considered and for what reasons? 

In the appra~sal phase, who has been involved in the d~fferent steps? 

What process and criteria werefwas used? 

What feedback was given to sol~c~t~ng organrsat~ons? 

1 1 5 Awardmg 

a How IS the in~tial assessment done of the rece~ved proposals? 

Who is responsible and what are the criteria? 

Are the results of the assessment been mmuted and available? 

Is during the assessment a needs analys~s been done at the same t ~ m d  How 
IS it done? 

e What are the d~fferent steps in the awarding process? 

Who IS ~nvolved and what is thew role? 

0 Have any modrfications been made to the process and the awardmg cntena? 
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Are assessment reports available for each sub grantee? 

~ l s o  for those who were shortlisted and dropped out along the way? 

1 1 6 Techn~cal Ass~stance and Tralnmg 

0 What kmd of TA and tratnmg is offered by PMU? 

0 How dwas the assessment done of what TA and T IS needed withhy the sub 
grantees? 

0 Who IS respons~ble for coordmat~ng and ~mplementmg the TA and T? 

0 Is/was any TA and T provided to the PMU? 

What kind of feedback and follow up is happenmg after the TA and training 
has happened? 

What TA and training IS going to happen In the comrng year ( PMU and sub 
grantees)? 

Are systems (wh~ch ones) In place to mon~tor TA and T needs along the way? 

What are they and how does ~t work? 

1 1 7 Mon~torrng and evaluat~on 

How has the mon~tormg and evaluation aspect of the contract been 
conceptual ~sed? 

Who is mvolved and what are the roles of the different part~es? 

What process has been put In place? 

Has a monitoring and evaluat~on plan been put In place for PMU and for the 
su b-grantees? 

What are the key ~nd~cators? 

Who has been developtng them? 

What aspects are been monitored and evaluated? 

Has the monltormg and evaluat~on system lead to any changes and 
adjustments of the IMMSA programme? 
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o What difficulties have been encountered developing and implementing the 
monitoring and evaluatron system? 

What process is been used to monitor and evaluate the sub-grantees? 

e How does it link with the monitoring and evaluation of PMU? 

How and what systems are in place to monitor the finances between 
PMUIUSAID - PMUICREA - PMUhub Grantees? 

Who is responsible for implementing the financial monitoring? 

e What d~ff~culties/delays are bemg experienced? 

1 I 9 Management by $MU 

a What management system is in place within the PMU in terms of use of 
resources, finances, staff and staff development? 

How are these mon~tored? 

How does the workplan get used in this? 

e Weaknesses and strengths? 

(Detailed analysis and examination of workplan to form the basis for discussion) 

1 2 USAID STAMDA RDS - PROGRAMME/FNANCIA L 

e What has been the background and rat~onale behmd the concept of an 
cooperative agreement, in part~cular the umbrella grant with IMMSA? 

What are the advantages and disadvantages seen by USAID with this 
concept? 

0 The contract is  a year old, any suggestions or modifications? 

What has been the experience so far? 

How does USAID feels about the systems and processes developed and 
Implemented by IMMSNPMU? 

iMSSA Mid-Term Evaluatron Evaluat~on Instrument 



Has USAlD had any rnput rn the process of selectmg the pr~or~ty sector and In 
the systems been set up to manage and monttor the whole programme? 

e How does this programme contribute to USAlD strategic objective 1 and 
in particular to sub result IR 37 

Does the reporting show how the objectives are being met? 

Are the md~cators an adequate measure for the object~ves? 

Is there a need to adapt the way of reportmg? 

Need to adapt or adjust mdicators and sub lRts? 

Is this umbrella grant to be repeated in the future? 

After one year In operation, would USAID make any adjustments in terms of 
programme and f~nancial standards and in terms of management, if poss~ble? 

What systems and formats are used and required by USAID in terms of the 
financial side of the programme? 

Have the systems developed been adequate In terms of meetmg USAID's 
standards? 

Has the reporting been sufficient and clear? Any difficulties experrenced? 

1 3 SUB GRANTEES 

Management of therr programmes 

What systems have been put in place to manage the IMMSA grant? 

Were these systems In place before the lMMSA grant? 

a How IS the programme funded by IMMSAkfASlD been managed? 

What monltormg systems is  In place to look at an effectwe management of 
human resources, fmances and programmes? 

In terms of the ~mplementat~on plan, where are the d~fferent organ~sations for 
the moment (end of Feb 1998)2 

Have there been any delays? Reasons? Remedial act~on? 

Have you any suggestions, comments regardmg the solicitat~on, awarding 
and negotiation process between yourself and PMU? 
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r How does your programme contribute to USAID objectives and sub-results? 

r How w ~ l l  the programme develop in the next 12 months? 

a What is your opinion In terms of narrative and financial reporting 
requirements from PMU? 

e Have d~sbursements been going well? Any reasons for delays? 

What kind of ass~stance and trammg has been identifled as a need? 

e How was this done? 

0 Have you received any tralnlng or assistance yet? 

How was that perce~ved? 

s Any suggestions or comments to make? 
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SECTION 2 Organ~sat~onal Strengthening and Programme Impact 

2.1 Project Management Un~t/Creat~ve Assocrates 

2 1 1 Programmes (Plann~ng and Design) 

How drd the PMU go about developrng and fmalrslng its workplan? In what 
areas were d~ff~cult~es exper~enced In th~s process? In particular, how has 
inst~tut~on bu~ldmg, both of IMSSA and of the sub-grantees, been planned for? 

Were particular areas of need In relat~on to the programme ~dent~f~ed and 
commun~cated to USAID? At what points In the process d ~ d  th~s take place? 

How has communrcatlon and ~nformation-sharing w ~ t h  the sub-grantees been 
fac~l~tated? How IS the communlcatlon process fac~l~tated between CAI1 and 
sub-grantees? 

How did the PMU/CAII develop the lnstltutional assessment tool and were 
the areas of strengthenrng ~dentified by ~t farrly consistent across the sub 
grantees? 

Was a particular training needs assessment tool ut~l~sed? What was the nature 
of the ~nformat~on captured by it, both w~th  regards to IMSSA and with 
regards to the sub-grantees? 

What mechanisms are In place to track the development of mstrtut~onal 
capacity, both w~thin IMSSA and the sub-grantees? (e g burlt mto reportmg 
framework) 

In its current form, IS the results framework clearly art~culated and 
measurable (1R and Sub iRs)? Are the measures described on the Attachment 
8 the most appropriate measures to assess Impact In terms of the Strateg~c 
Object~ve? 

Are the roles and respons~b~l~tjes of both IMSSA and CAI1 clearly artlculated 
In the ~n l t~a l  agreement? Are there any areas of confusron or lack of clar~ty 
w ~ t h  regards to roles and respons~brl~ties In practice? 

Are the roles and respons~bd~tles of both IMSSA and USAlD clearly 
artlculated In the rnit~al agreement? Are there any areas of confus~on or lack 
of clar~ty w ~ t h  regards to roles and responslbll~t~es In pract~ce? 

What mechan~sms does the PMU have In place to capture new knowledge 
and learnmg about confl~ct resolutton in relat~on to local government, both 
w ~ t h  regards to ~tself, and w ~ t h  regards to the sub-grantees? 
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How have external consultants been rdent~fred and contracted to provtde 
services to the project? 

Is the system of reporting between the PMU and the sub-grantees effective? 
Does ~t provide an 'early warnmg' system when problems arise? Has the 
PMU been made aware of problem areas through mechanisms other than the 
reporting system (e g d~rectly from beneflclar~es) 

How has CAI1 finalised its workplan In relat~on to that of the PMU and how 
has coord~natron of the jomt programme taken place? 

How has CAI!  denti if red the po~rts of nP2r/n- 
-7.- -at 

.J i , ai IL 

evaluation training? Habe ie e ~ u s  01 h e  sub-grantees been falrly deait 
w~th? 

What changes to the monitoring plan are likely to be made, especially in 
rms of dated bemg gathered 

In wh-+ .rmy w ~ i l  the Integrated Dispute Resolution Framework contribute to 
--- . - 

C - v 1 '  - c  to knowbdge creation around conflict 
resoi uzionz 

2 1 2 Resources (Human, Fmanclal, Physlrcal) 

How was the structure and staffing of the PMU decided on? Is the staffing 
opt~mal or has the un it experienced lack of -qr -rtv in rwt- - 2-3c7 

How does the interact~on wrth IMSSA more broadly work? Have there been 
areas of conflict or confusion rn terms of the PMU's role wtl-t 4 ~ ' -  . 

At what points has training on mstitutional strengthening and technical 
ass~stance been received? Was this decded on in relation to certain 
m~lestones rn the process being reached? Has this timing been appropr~ate In 
capacltatrng staff to perform? 

At what points has trainmg on conflict management, facilitation and process 
design been received? Was the trainmg effectwe In equipping PMU staff to 
understand the field of confl~ct resolution, In order to effectwely ~mplement 
the programme? If gaps were ~dentlfied, how were these addressed? Is 
add~tronal tramlng required? 

Was any tra~nlng or mput provided to assist the PMU in understanding the 
local government sector, as the target sector? How effectwe was this? 
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What servlce provrders were utrlrsed to provide trarnrng? How and why were 
they selected? How effectwe was it to ut~lise the expertise of some sub- 
grantees In tramng others? 

What mechan~sms have been used to assess the effect~veness of the trarnmg 
programme recewed by PMU staff? In what areas has the trainmg been 
particularly useful, and in what areas was rt lacking? 

Has any tramng or capacity bu~ld~ng been recewed by CAII, espec~ally with 
regards to confltct resolution and confl~ct management? If so, what was it and 
how effectwe has it been? 

Is the f~nancral allocation to the PMU suff~cient for ~t to attarn its goals? If not, 
what addrtlonal amount would be required? 

In total, what amount of money has been spent on train~ng? What funds are 
ava~lable for addit~onal tra~nrng? 

What phys~cal resources IS the PMU makmg use of and are these suff~cient to 
meet the needs of the programme? 

What resources has IMSSA as a whole contr~buted and what new resources 
have been obtained for the project? 

What add~t~onal resources may be requ~red? 

2 1 3  lmpad 

What was the outcome of the process of consultat~ons held by the PMU? Has 
a broader understandmg of the programme and its alms and objectives been 
built? What IS the nature of this understandmg? 

In the oplnlon of the PMU, have the areas ~dent~fied for capac~ty-burldmg In 
each of the sub-grantees been addressed? What add~tronal strengthenmg IS 

requ~ red, based on the lim~ted per~od of the grant? 

W~thm the given timeframes, are the sub-grantees on track In terms of 
del [very and has the capac~ty-bur ldmg programme ass~sted them In bemg 
able to do this? Please ~dent~fy wh~ch sub-grantees are meetmg all 
requirements, and wh~ch are seen to be fallmg behind? What are the reasons 
for lack of defwery and how are these bemg addressed? 
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o In terms of measurrng the success of the programme, what IS the refatwe 
weight given to increased ~nstrtutronal capaclty and to confl~ct resolut~on 

To what extent IS IMSSA as a whole already experrencmg strengthenrng as a 
result ot the umbrella grant? What are the addrt~onal expectatlons In th~s 
regard? 

e Has the prof~le of IMSSA ~mproved stgn~ficantly? (I e greater exposure In 
areas not prev~ously aware of it, ~mproved relatrons w~th  s~gnihcant 
stakeholders) Are the lnltral expectat~ons of IMSSA In applymg for the grant 
berng met through the current process or are add~tronal rnterventions 
requ~red? 

Is the current process, and the mstrtutronal capacrty of the PMU thought to be 
suffment to ach~eve the rmpact expected from the umbrella grant? If not, 
please rnd~cate what add~tronal capac~ty would be requtred? 

Is the current process, and the mstrtutronal capacrty of the sub-grantees 
thought to be sufflcrent to achreve the impact expected from the umbrella 
grant? If not, please mdrcate what addrtional capacrty would be requ~red? 

e To what extent IS the mon~tormg and evaluat~on system put In place by CAI1 
bemg adhered to by the PMU and the sub-grantees? If there are varrat~ons, 
what are these and what mechanrsms are bemg put In place to address them? 

In terms of future evaluat~on, what do you see as belng the key areas of 
focus? What rnforrnat~on do you think should be monrtored and collected, In 
addrt~on to what IS already berng collected? 

o With regards to the long term susta~nabri~ty of the programme, what do you 
see as bemg necessary for rts ongoing success? Is th~s built Into the 
programme for sustatn~ng the sub-grantees? 

Are there any additronal comments or quest~ons that you would l ke  to make? 
Any part~cular areas of concern? 
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2 2 Sub-Grantees 

2 2 1 Programmes 

a Implementation Plan review and design rationale in meetlng each objective 

Congruence between rnitral proposal and implementatron plan - justificat~on 
of variations 

ldentrflcation of key results and performance indicators (sources of evidence 
of performance - number and qua1 rty intentions) 

Suggested clrent sampling for interviewing purposes 
descri be programme rnterventron 
descrrbe Impact on clrent 

Contribution to development of integrated drspute resolution system for Local 
Government facil~tated by CCR and D Nino 

2 2 2 Resources 

a) Human Resources 

Current human resource complement 

Assessment of HR wrth regards to meeting programmatic and rmpad designs 

Capacltation congruence with programme actlvity and objectives 

HR needs for more effective functioning and Impact 

b) Fmancral Resources 

Congruence between Programme actrvrty and financial resources budgeted- - 
rat~onale 

Further flnancral resource requirements - rationale 

Feasrbil ity of costing formula used 

c) Physrcal Resources 

Current physrcal resource capacity that help to facilitate planned impacts 

Further resource requirements - rat~onale 
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ldenttfy performance targets met per key rescrlts 

ldentrfy sources of evrdence and performance targets re 
e Extent of role and responsr biiity clarification between local 

government and community 

e success of needs assessment approach and framework, re conflla 
management and d~spute resolution 

* community I nvolvement In confl~ct management 
reduction of conflict among local government and community 

Planned impact short to long term 

As reap~ents of capaclty buildlng 
e Describe capacity bul ldmg opportunities accessed to date 
e identify delrvery agents and thelr approprrateness 
e Describe outcomes In terms of 

skills transfer 
knowledge and lnslght developed 
information acqurred 

* opportunity to apply and reinforce new Iearnmgs .. 
Descrlbe impact on organisational effectiveness by ldentlfyrng 

a md~cators suggesting impact 
rmpacts achieved 

Provide recommendat~ons for Improvement 

Promotron of sub-grantee sustamabi hty 
Comment on role of IMSSA 
Comment on umbrella programme 
What measures/processes rntroduced/rer nforced re 

organlsatronal sustainability 
programme sustar nabllity 
financiaf sustalnabllrty 
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The following broad framework for questrons to beneficiaries is suggested 

0 Conceptual understanding of what the sub-grantees are trying to do 
Relationship between benefrciar~es and sub-grantees 

o Beneficiary feedback ~n terms of feedback regarding the I mplementatlon plan 
(progress) 

r ldent~f~cat~on of problems/weakness - suggesttons from benef~c~ane 
regardmg improvement of the process, servrce del w r y  etc 

Depend~ng on the particular beneficrary (councilors, local government officlaIs, 
CIVIC organisatrons, traditional leaders, political parties, crvil servants and 
communities) more specific questions can be asked 

2 3 1 Conceptual understanding 

What is your understandmg of what (sub-grantee) i s  trying to ach~eve through 
its work with you? 

Would you say that your peers, other members of your organisatlon have a 
simllar understanding? 

Can you describe what you would like to see as an outcome of this project? 

Is it realistrc to think that community members will participate effectively in 
dispute resolution systems as partles and players? 

Apart from yourself/your organlsation, who else i s  the (sub-grantee) workmg 
wrth as part of this project? 

Are there specific players/stakeholders who should be involved but are not at 
thr s stage? 

2 3 2 Relat~onsh~p between benef~crar~es and sub-grantees 

Describe how the sub-grantee made contact with you and got you to 
partic~pate in the project 

Describe what you think your (organrsations) role IS in this project 

Are you currently fulf~lling this role and ~f not why? 

What mechanisms are in place to facrlitate communication and consultatton 
between you and the subgrantee? 

lMSSA Mrd-Term Evaluatron Evaluatron Instrument 



o How often does this communication and consultation happen? 

0 Do you fmd the sub-grantee to be accessible as and when you need them? 

0 How have decwons been taken regardmg programme ~mplementatlon been 
taken (e g who decides who should be trarned? 

0 if there is disagreement between you and the sub-grantee regardmg the 
project, what is  the mechan~sm for resolvmg this disagreement? 

Do you perceive the sub-grantee as a professional outfit who are capable of 
domg what they say they intend to do? 

2 3 3 Benef~clary feedback 

0 Are you aware of the overall programme that the sub-grantee intends to 
~mplement? 

What are your expectations speaflcally in terms of what the sub-grantee wrll 
do you/your organ~sation? 

Describe specrf~cally what the sub-grantee has done for/wrth yodyour 
organ~sation thus far? 

Has this been well organ~sed and profess~onally handled? 

o Have you benefited from this ~ntervention thus far If yes how/~f no how? 

0 Noting what you have said regard~ng what has been done, please describe 
what you think the next steps are going to be 

How long w ~ l l  the sub-grantee be working with you? 

What for you are the current and potential areas of conflict which may 
requlre dispute resolutlon? 

In terms of the work that the sub-grantee 1s doing/w~ll do with you 

can you state any concerns, fears reservat~ons you may have? 
can you ment~on part~cular areas of weakness that can be improved the 
relat~onship between you and the sub-grantee or the particular service that 
the sub-grantee is  rendering? 
can make any general suggestions regarding what can be done to improve 
the chances of the project being successful? 
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Glenda Gall Wh~te  
Senror Consultant Srmeka Management Consultrng 

Master o f  Arts in Cumculum Development 
Evaluation, Plannfng and Management 
(Unrversity of Sussex, U f9 
BA (Hons) Englrsh 
BA 
(Unrversity of W~twatersrand) 

Background and Relevant Expenence 

Busmess Expenence 

Senior Consultant Simeka Management Consulting 

Deputy Director (Head of Research) Office of the Prern~er of Gauteng 

I Researcher Educatron P o k y  Unrt, Un~versrty of Witwatersrand 

Organrser and Researcher Electron Brrefing Unrt of the ANC 

I Teacher for the English Language Improvement Project (TELIP) and Tutor for the 
Supplementary Educatron Project 

B Research intern Women's Natronal Coalrt~on 

Pr~vate Tutor 

Career Hlg hhg hts 

rn Currently workmg on the establrshment of a National Parirarnentary Servrce 

Organisatmnal Development and Strategrc Realrgnment in the Gauteng Department 
of Educatron 

Establ~shment of Research Umt and Resource Centre ~n the Office of the Prem~er of 
Gauteng 

Development of tra~nmg programme rn the Premier's O f i e  

Rotary Foundatron Scholar at Unrversrty of Sussex, UK 



Involvement in brrefing and organrsrng work for the Eiectrons Department of the 
AbJC aurmg 1994 elections 

Establrshment and development of Fundam Mathr Educat~onal Project 

- 

Spec~fic Prqects Worked On 

8 Establ~shment of a National Parliamentary Serv~ce 

I Organ~satlonal Development in the Gauteng Department of Educat~on 

H Performance Management Trarnrng 

81 Beveiopment of vanous trarnrng courses 

B Establ~shment of research unrt and other approprrate structures in the Premier's 
Office 

I Traming Co-Ordrnatron n Prem~er's Ofice 

Fl4 Human Resource Plannrng for the Presrdentral Revrew Commrsslon 

is Informat~on Co-Ordmatron Workrng Group 

Is Research practbces withrn government 

Research Papers 

Human Resource Plannrng In the South Afrrcan Publrc Sewm An Analysrs of 
Contexts and Concepts 

IR Plannrng wrtk People In Mrnd A conceptual and Theoretrcal lnvestigatron of 
Human Resource Plannrng 

uGrassroots Forergn Polrcy"? A case for Prov~nc~al Part~clpat~on m lndrcator 
South Afr~ca, Vol13, No 4 (1996) 

% Change Strategres or Strange Chattermgs? The Formulation of Grassroots 
Language Policy in South Afma 

The Role of Commun~ty Radro Statrons rn Local Government Electrons ( for the 
Med~a Momtoring Project) 



Intergovernmental Relatrons Wr~tten w~th Graeme Gotz of the Centre for Polrcy 
Stud~es {forthcornrng) 

H The Role of Research In the Gauteng Prov~ncral Government (forthcomrng) 

Sk~lls and Competency 

w Knowledge and understandmg of transformation in the public service 

Understandmg of current pol~tlcal and soclal trends, both within the publ~c and 
private sectors 

a Firm grasp of poky  trends and pr~or~tres 

Strong research, conceptual~sat~on and writing sk~lls 

Comm~tments to team work 

a Development of trainmg curricula and rnatenals 



Gary J Moonsamy 
Senlor Consultant Simeka Management Consulting 

M A - Applred Psychology 
Honours - Apphed Psychology (Wits) 
B A Majors jn Applred Psychology, fndustnai 
Soaology and Hrstory (W~ts) 

Background and relevant experience 

Busmess experlence 

Gary has done a broad range of work in the NGO, government and prwate sectors The 
range of work has mcfuded research and evaluation, workshop facilitation, mater~als 
development, policy development and consultrng activit~es 

CAREER HIGHLIGHTS 

Co-author of the Annual Survey, South African Institute of Race Relations (three 
issues) 

Co-developer of Teacher Empowerment Programme - inset Programme of the 
Centre for Cogn~tive Development (CCD) 

w Developmg a system for evaluating CCD Programme Impact and CCD 
Organisationai Funct~onlng 

Developing 'Whole School Development Programmey for schools in Mamelodi and 
Atteridgeville 

Developing a programme for Racism and Reconcihat~on in the workplace 

Developing a Transformat~onal Leadership Programme for senior managers 

Co-author of the book "Reconstructrng schools - Management and Development 
From Wrthm (~n press Macm~llan Boleswa) 

Spec~fic Projects Worked on 

CCD Inservice Teacher Empowerment Programmes in Mamelodi, Tokoma 
(Gauteng), Thlabane (North West), Lenyenye (Northern Province) and Cape Town 

m Impact evaluat~on of CCD Inservlce Programme in Mamelodi and Thlabane 

Initial cosrdrnation and planning of the Thousand Schools Project In Gauteng 
province 



Developmg and conductmg Relat~onshrp Build~ng for Randwater 

a Consultrng and rmplementrng Managmg Dwersrty lnrt~atlves In Eskom, Edgars, 
Southern L~fe, OK, Fedhfe 

5 Aud~tmg Eskom's Communrty Development Fundmg Crrtena, Process artaf System 

8 Strateg~c Reposit~onmg of Eskom's Corporate Commun~cat~ons Un~t  In etse line of 
pendmg restructurrng 

I Audrtrng and Realrgnmg Eskom's Affirmatrve Act~on Pol~c~es w~th  new 
Employment Equ~ty Leg~slatron 

a Developmg a Draft Transfonnat~on Pol~cy and lmpiementatron Strategy frrr 
SAFCOL 

B Developmg a Strategrc Plan for the Human Resource Dwectorate, Deparfment of 
Labour 

Publications And Conference Presenbt~ons 

I Co-author of book "Reconstructing Schools - Management and Development 
From W~thm' (in press Macm~llan Boleswa) 

I Co-author of paper A Personal Empowerment Programme for Black Sorafh Afncan 
Teachers Paper presented at the 50th Annual Convent~on of the I n t e ~ o n a l  
Conventron of Psycholog~sts, Amsterdam, July 1992 

8 Reflect~ons on the Evaluatron of An lnService Teacher Proaramme Papr 
presented at the Second lnternat~onal Conference on Educational Evaluation and 
Assessment hosted by the Assoc~ahon for the Study of Evaluation In EUmatron ~n 
South Africa (ASEESA), July 1994 

Creatrnq an Env~ronment Support~ve of Affirmatwe Actron Paper and wwkshop 
presentat~on at the IIR Conference on Affrrmatwe Act~on In the Publ~c Sector, June 
1996 

Sk~lls And Competency 

Research and Evaluatron 

I Project Des~gn and Management 

I Organ~sat~onal Change and Transforrnat~on 

I Organ~satronal Development 

I Process and Skills Training (L~fesk~lls) 



I 
I m Management Traln~ng 

a 'Team Buddrng 

I I 
Executive Counsellmg and Empowerment 

I 

C 
Pollcy Fonnulat~on 

B 
I 
1 
1 
1 
I 
I 
I 
i 
1 
D 
I 
I 



SHAUN GEORGE SAMUELS 
Senror Consultant. Slmeka Management Consuitmg 

B Soclal Science (SW) 
(Uruversity of Cape Town) 
Advanced Post Graduate Dip m 
Adult Education 
(Umversiy of Cape Town) 
Current MBA 
(Henley Busmess School &rough 
AGN) 

Background and relevant expmmce 

Business experience 

+:+ Senlor Condtant Smeka Management Consulting 

+:+ Semor Consultant and Manager of the Cape Town dwsion of Labat Anderson 
(SA) 

+:+ Head of Human Resource Development m the Department of Economc 
Affms and RDP of the Western Cape 

+:+ Sole Propnetor of SGS Consultancy 

43 Dlrenor and shareholder of Safnbudd - National Housrng Development 
ampany 

+:+ Nmonal Char of the Natlonal Development Implementmg A g e q  

+:+ Nmonal C o o r h o r  of the accrehted t r m g  of Commumty Facllnators of 
the Independent Development Trust (IDT) 

*:+ Char of the Board of the Montagu Ashton Group (Ma%) 

+:+ Char of the Board of Erase (End Raasm and Sexlsm through Educauon) 

+:+ Trustee of the Orange Free State Admce Centre Association 

9 Co-Chm of the Concepts subcomttee and Manager of the Cmculum 
Management Team of the South Aihcan Vocatlod, Gudance and Education 
Assoamon (Savgea) 



Cumculum vrtae 

+:+ Manager of the Careers Research and Informmon Centre (Cnc) Development 
U~llt 

+ Development of a nauonal m d u m  poky framework for career gutdance 
and hfe skJls m South Afnca for the South &can Vocmonal, G u h c e  and 
Educauon Assoaauon 

+:+ Estabhshment of 15 rural and urban based resource and development centres 
through South Afl-lca 

+:+ Orgamsauonal development, tr-g and fadtauon processes mvolvmg over 
60 orgamauons m South and Southern Africa, Umted I(mgc!om, ChJe, B r d ,  
Umted States of Amenca, France and Denmark 

+:+ Development of a human resource development policy fimework for the 
Western Cape Promce through the Department of Economc Affam & RDP 

PROJECTS WORKED ON 

+:+ Design and presentanon of a SIX month accredted course m child pdance 
auned at m-sermce teacher tramng 

+ 3  Development of an accrehted "Development Management" dplom 
adrmrustered by the Port E h b e t h  techdon 

+$ Development of a project apprasal process and mecharurn for e v a l m g  fiDP 
related projects on behalf of Natlonal and Promaal Government 

+:+ Management condmg for the Nauonal Pubhc Works Department focusmg 
speafidy on Property Advlsory Servlces and Poky 

43 Development of NGO fundmg pnonues for a fundmg agency called Interfund 
m Denmark 

+:+ Jomt accre&tauon process of the Development Management Diploma 
combmg the Port E h b e t h  Technkon and Umsa 



Curnculum wtae 

PRQJECTS CURRENTLY CURRENTLY WORKING ON 

+:+ Gauteng Department of Educauon - transformauon process and performance 
management 

+:+ Performance management t m g  for the Department of Land Affars 
+:+ Performance management t m g  for the Eastern Cape Government mvolvmg 

representauves of all departments 
+:+ Challenges facmg the Department of Educanon of the Northern Cape 

Provmce - development of a proposal 
Team bulldmg and strategtc plannq for the UNDP, UNAIDS, UNETPSA and 
UNFPA (completed) 

CONFERENCES / PAPERS PRESENTED 

+:+ (2nd Soaety and Local Government comrmssloned by the Land Agricultural 
Pohcy Centre (LAPC) - 1995 

+:+ C h q g  fundmg needs of NGOs m South Africa, 1994, Denmark 

SKILLS AND COMPETENCIES 

4 3  Curriculum desrgn, management and assessment - of sMls m g  and 
educational programmes mcludmg the Logcal framework (ZOPP) 

*:+ Deslgn, presentation and assessment of trauung programmes 
*:+ O r p a u o n a l  development and trammg m&g evaluauon processes, stratep 

plamng, operauonal pl-, computer database design, among other 
+:+ Human resource development poky formulation and programme deslgn 
+:+ Proposal wntmg, busmess plan development and fundmsmg 
+) Computer sMls (word processing, graphm, database and spreadsheet) on both 

Apple and IBM mcluclmg the design, management and evaluation of trammg and 
mentorshp programmes and mat& development mcludmg wnang, design and 
layout 
Team management, confhct resolmon and orgamsatlonal leadershp 
Project management and busmess planmg 
Change management and busmess process re-enpeermg 
Performance managment 



Name 
Surname 
Date of blrth 

Home Address 

Telephone 
Fax 

E-mail 

Nationality 

Languages 

Dnver's license 

Yves 
Wantens 
8 December 1964 

80 Califorma Street 
Crosby - Joburg 2092 

01 1 - 8376071 
01 1 - 8376071 
or 083 325 8714 
yves@wn apc org 

South Ahcan Permanent Resident 
ID6412085921188 

Flemish - wnte and speak 
French - wnte and speak 
Engllsh - m t e  and speak 
Sparush - basic knowledge 
German - basx knowledge 
Afhkaans understand and speak 
Zulu - l e m g  

International license (code 08) 



EDUCATIONAL QUALIFICAnONS 

High School Sint-Aloysius College Ninove 
LatdMathernatics 

Tertlary Education 

Umversity Attended Catholic Unlvers~ty of Louvm 
Belgium 
1981 - 1986 

Degrees obtamed Honours Degree m Applied Economics 

Masters Degree m Appl~ed Economics 

M a n  Courses Psycho-soclologlcal probIems m 
International Business, Management problems m 
developing countries, Industrial Relat~ons, 
Orgamsational Behaviour, Behav~oural declsion 
malung, Individual, group and orgmsa~onal 
behaviour, Advanced Development Econormcs, 
Consumer Behaviour and Advertmng, Econometrics, 

Commercial Psychology, Intemabonal Marketing, 
Retadmg, Accountancy (general - cost accountmg), 
Macro and Micro Economcs, 

Ph D m Applled Economcs, topic Role of InternaQona.1 
Licences m the East - West Trade dunng the 1980'-s ( not 
yet completed) 

High School Teacher's Degree ( Economcs, Computer 
Science and Accountancy) 

Spmsh Language Course - 2 years 

Other 

1993 Course in evaluat~on - auto evaluauon Brussels - Belgum 

1994 Zulu course Joburg -RSA 

1995 Trammg course m Project Cycle Management 
I 

1 GTZ ( ZOPP - Logcal framework) Harare - Zlmbabwe 

.I Course m Fundra~smng / Marketmg Cape Town - RSA 



EMPLOYMENT HISTORY 

Employer 
Posltlon 
Responsib~lities 

Military Service 

Employer 
Position 
Respons~b~lities 

Employer 
Posltion 
Responsibilities 

Employer 

National Department of Econowcs 
Head of Retaling Service 
Co-ordinating the functions of the service Duties mcluded 
malung dec~s~ons on the implementations of projects, 
p r epmg  wntten matenal for c~vil servant meetmgs, +&g 
decisions to m~mstenal level when needed, implementing the 
legislat~on , 

National Department of Economics 
Head of Retailing Serv~ce 
As above 

Inst~tute H Harten 
Teacher 
Teachmg economcs, computer-sc~ence, foreign trade and 
accountancy 

Broederlijk Delen 
NGO - Cidse network ( European and North Amencan 
NGOs)-Brussels 

Project Officer - Afnca Desk 

l99lIl992 Project officer for South Afnca, Zaire, Eth~op~a, 
Tanzma, Mozambique, Zmbabwe, Narn~b~a, Madagascar, 
Zambia 

l992/1993 Project officer for Zalre, South Afhca, Ethopia 
and Tanzma 

1 993/1994 Project officer for South Afhca and Zme 



Responsrbilit~es Malung field-tnps to the above - menboned countries (South 
f f ica ,  Z u e ,  Etluopia, Somaha, Kenya, Rep of Congo ), 
identlfymg new partners In these areas, follow-up of 
adrrrrmstrahon and budgets of projects, networlung mth 
vanous orgmsahons and I m h g  them wth one another, 
keeping abreast w t h  the socio-political and economlc 
developments m these countnes, lobbymg on different issues 
related to these countnes, developmg and mmtanmg a co- 
funding relat~onshp wth  the Belgm Government and the 
European Uruon, identifying potential candidates to 
partrcrpate m the vanous campagns of Broederlijk Delen 
and its sister orgamsat~ons, partic~pate m the education 
campagn of Broederlijk Delen by producmg booklets and 
conductmg workshops and givmg talks on these countnes 

Networlung responsibhties ~nclude member of Cidse (co-ordmatmg body of 
Catholic funding NGO's m Europe, Canada 
and the USA) worlung groups on Ahca  Zare 
and Southern Afirca,President of the C~dse 
Southern Afixa Worlung Group until1 June 
1994, member of several nat~onal lobby and 
worlung groups on Zaire and South Afnca, 
member of European NGO L~ason Cornm~ttee 
Ad Hoc Workmg Group on Southern Ahca  as 
a delegate of the Belgian NGO's, member of 
the Development Comrmttee of the SACBC 
(Southern Afhca Catholic Bishops 
Conference) representmg Cidse, participatmg 
m conferences, study groups and workshops, 
partlcipatmg m Cidse meetmgs (Pans, 

London, Rome, Aachen, Montreal, 
Holland, Brussels, 1, 

Orgamsmg aciwhes co-orgmsed a workshop in Feb 1994 m Joburg on land and 
shelter, orgmsmg of regular international meetmgs of the Cidse Southern A h a  
Workmg Group, co-orgarused of a group of Belgian mternahonal observers m the 
South Afhcan elections, prepared and participated m two delegabom to Zare of 
NGO representahves and Belgian parliamentmans m l992), 

Reason for wantmg to leave emgration to South Afhca 

June 1994 - January 1996 

Employer SACBC 
Position Project and T r m n g  Officer 



Respons~blhbes (Assessmg projects proposals for EU - f u n h g ,  assistrng m 
m t m g  proposals and compilmg report , facllltatmg workshops on Project Cycle 
Management, ZOPP (Loglcal Framework)and DELTA, visitmg projects, assisting 
local groups in capacity buldmg, plannmg and budgetmg 

September 94 - June 1995 Seconded by SACBC to IBI (Independent Board of 
Inqunry - 4 days a week) - NGO started after the 
poisomng of Frank Chdcane 

Position Director 
Responsibil~tles day to day management, 
financial management, networlung wth other 
Human hghts Orgamsations, Board - Staffreiations, 
llasing wlth press and provided mfoormation to Belgian 
radlo and European NGO's on a regular bass, 
fundralsing, representmg IBI, settlng out hectlons, 
co-ordmatmg activ~t~es of IBI, Strateglc and 
Operational P l w n g  , 

June 1995 - Jan 1996 Seconded to ESP as a F~nanc~al and Fundraismg Manager 

February 1 996 - July 1996 Development Consultant 

htially part-tme as a consultant for CBDP, Safawu, CWD, SACBC, Tsheplso Commulllty, 
Zanendaba, TURP, EN, JBI, ESP and other groups, later consultancy became full-time 
contracts were and are camed out for CBDP, Peace Corps, RDSN, DRC, Thuthuka Commulllty 
Engmeermg, Zanendaba, SACBC, RSS, BRC, Alexandra Civic ( ATREC), Sached - ODA, 
Ekangala RDP, JEP , Department of Education, JET, 

The fields of mvolvement are Strateglc and Operat~onal Planrung 
Project ( Cycle) Management 
OD 
ZOPP and Logmil Framework 
Fundra~smg 
Evaluabon 
Alternative financmg 

Sectors Rural Development, Education, Institution and Capacity 
Budding, Umons, Human fights 



August 1996 - June 1997 Overall Manager for Thuthuka Commun~ty Engmeemg 
and Development 

NGO is involved m Water Supply, Simtation, Capac~ty T r w g  m 
Rural Natal My responsibility revolves around the monltomg of the 
adrn~nlstrative and financ~al systems m the four offices, the lobby and 
the networlung, co-ordmnation of research, fundrasmg, , Thuthuka is 
part of a national network where I am responsible for handlmg the EU 
contract and the lobbymg and networlung for the network as a whole 

Other member orgmsabons are RSS m Eastern Cape and Tsogang m 
Northern Provlnce 

July 1997 - Full tune National Coordmator of RDSN ( KDSN, EDA, 
TCOE, TSOGANG, THUTHUKA, RSS, ACAT, RCF) 

Other 1994 - Advlslng the Belgian Embassy on a voluntary bas~s ( putting 
programmes together for visitlug delegations etc, ) 

COMMUNITY ACTIVITIES 

1985 - 1994 President of the Board of an alternahve Thud World Shop in 
collaboration wth Oxfam 

1987 Voluntary worker ( one day a week) for NCOS, the umbrella 
orgarusation for flemsh ngo's 

1988 Member of the Thud World Study Group of the Green Party 

1990 - 1994 Member of editorshp of Noord Zuld CAer, a flemsh focussmg on 
thud world Issues 

1990 - 1994 Involved m prepamg exposures for young people to Guatemala and 
Mex~co ,Participated m an exchange exposure program and lived m 
Guatemala for three months wth mhgenous commumbes m the 
rnountams of Alta Verapaz 

Member of a tfunk tank of 'Jongeren en de Wereld' - an NGO prornotmg 
exchanges and networlung wrth youth ~n the North and the South 

Involved m Human Rrghts Work around Guatemala and El Salvador ( 
Member of Belgian and European Co-ordmation of Guatemala Support 
Comt tees )  

Internat~onal Election Observer - Kmberley 
Board member of Thuthuka, Tell 



I 
I 
8 HOBBIES 

I Hdung, atletlcs, soccer, music 



REFEREES 

1 S~bongile Mkhabela 
RDP - NGO Liason Person 
Tel 01 1 - 3559455 
Tel Home 0 1 1 - 648 78 64 

2 Frank Memtjies 
Ex - Chef Director RDP 
Human Resources, Capacity Buldrng and South Ahcan Ngo's 
Umon Buildings 
000 1 Pretona 

New tel number 01 1 880 6198 

3 Lucy Abraham - Nyembe 
Cornrn~ssioner Publ~c Service Comrmss~on Gauteng 
Johannesburg 
Tel 011 3334751 

082 5697675 
Tel Home 01 1 837 7391 

4 Sean O'Leary 
Secr Gen Justice and Peace 
SACBC - Pretona 

Tel 012 - 3236458 

5 Prof Yash Tandon 
Harare 
Zlmbabwe 

Tel 09 263 4 499079 

6 Dorothy Guerrero 
Institute for Popular Democracy M d a  
ISS - The Hague 



Natronal Drrector 

CAI I 

CCR 
All staff members 
Rodney Dreyer 

IMSSA Mid-term Evaluat~on process 

PEOPLE THAT HAVE BEEN INTERWEWED 

Cyr~lla Bwakrra 
L~onel Janart 
Andr~es Mangokwana 
Thabo Ndaben~ 

Julianne Moodley 
Jan Rockclrffe-kmg 

Ray Lynch 
Nomea Masi hlelr, 
Vusl Nkambule 

At a staff meeting 
Project Co-ordmator 

VuyoKazr Matanya Book keeper 
Cavm Davtds Accountant 
EIdred de Kferk Trarner / medrator 

QUAKER PEACE CENTRE 
Jeremy Routledge as the Project Manager 
Georgma Mbambo as the Trainer / Consultant 
Albert Day~le as the Tramer 

UMAC 
Dl rector Al~cta P~eterse 
Assistant Bookkeeper Marcus Coetzee 
Project Manager Mark jansen 

CDRT 
Renald Morr~s CDRT JHB D~rector 01 1 403 8280 
Benn~ Zlma CDRT DBN Tramer 03 1 260 1559 
Lunga CDRT DBN Trarner 03 1 260 1559 
Arthur Van N~ekerk CDRT KOK Adm Coordrnator 037 727 2799 
Mandla Mathe CDRT KOK F~eldworker 037 727 2799 
Za Gwebant RLC - Mt Aylrff ( Charrperson) 037 254 0320 
4 other RLC ( jotnt group d~scuss~on w ~ t  Mr Cwebani) 

KBT 
M ~ k e  Se~prr~ Project Manager KBT (01 3) 947-297 3 
S~mon Nguben~ Specla1 Project Adv~ser KBT 082 781 21 64 
Mr  Maseko Cha~rman, Board of Trustees KBT(013) 947-291 3 
DI maktso Mahlabane Project Admmrstrator KBT (01 3) 947-291 3 
Rosemary Monyamane Tramee KBT 082 968 1778 



IMSSA Mld-term Evaiuabon process 

Peter Mabena Trainee KBT (01 3) 947-271 5 
Mbibane TLC CEO (01 3) 973-5408/19 

K LTC 
Rev Tshawane CEO KLTC (01 1) 331-1 232 
Dav~d Kgabod~su ProjectManager KLTC (011)331-1232 
Seth M a z ~  bu ko Staff Trainer KLTC (01 1) 331-1 232 
Cl r G race Castle Deputy Mayor W~tbank TLC082 966 271 7 
Mr Radebe Ogles TLC (01 35) 656-661 1 

WlLGESPRUlT FELLOWSHIP CENTRE 
Yvette Geyer Project Co-ordmator (01 1) 768-1 310 
Ouma Maswab1 Researcher (01 1) 768-1 31 0 
Hector Ramoleta Co-ordmator North West (01 1) 768-1 3 10 
Tebogo Maoka Co-ordmator Mpumalanga (01 1) 768-1 3 1 0 
T Mokoena Member RDC, Mpumalanga (01 3) 798-3245 
E Sebabte Member Water Comm~ttee, Mpumalanga 

(0 1 3) 988-4002 
C~nderel la Marule Admmstrator P~lgr~ms Rest RC 0834429953 
Zwakele Maseko Member Lowveld Escarpment D~str~ct  Counc~ l 

(01 3) 755-2580 

NORTH WEST PARA-LEGAL MOVEMENT 
M r  Hercules Ndlovu - Cha~rperson of the Provmc~al Execut~ve Comm~ttee 
M r  John Mashaba - Prov~nc~al Secretary and Aarng D~rector 
Mr  Vus~ Chmga - Project Manager 
MrWavellVan Wyk(OumaTla11)-Bookeeper/Adrn~n~strator 

CCMR 
M r  P Mkhize - D~rector 
M r  T L~phapang - Project Manager 
M r  Mod~se Pw- F~eld Coordmator 



IMSSA Mld-term Evaluat~on process 

BIBLIOGRAPHY OF SOURCES CONSULTED 

a7 Appl \cations (RFAs) of all Sub grantees 

lmplementatlon plans of all Sub grantees ~ncludlng rev~sed plans 

$3 Progress reports of sub grantees 

E 3  Project monitoring plans of sub grantees 

E3 Cooperatwe agreements of sub grantees 

B Rev~sed cooperat~ve agreements of sub grantees 

B Det~n  tio on, approach, methodology and workplan for the evaluat~on 
component 

B USAID cooperatwe agreement includ~ng the rev~sed agreement 

B Research fmdlngs 

!3 Focus group d~scuss~on on prlonty sectors and criteria for fundmg 

!B PMU workpians 

$3 PMU progress report 

E3 CAI1 quarterly reports 

E3 Report on the ~rnplementation plan workshop held in johannesburg 

a7 Prehmmary assessment of prospective sub grantees 

E 3  Request for Apphcat~on (RFA) 

E3 Performance mon~torlng plan 

t3 Attachment 8 



IMSSA MIDTERM EVALUATION PROCESS 

WORKPLAN 

19 March 1998 

Focus 

Per~od of Evaluat~on 

Evaluat~on Team 

Purpose of evaluat~on 

Approach 

Project Management Unit (PMU) of the 
Independent Medrat~on Servlces of South Afrtca 
(IMSSA), administermg the Umbrella Grant of 
USAlD 

17 March - 30 Aprd 1998 

Glenda White 
Yves Wantens 
Gary Moonsammy 
Shaun Samuels 

A mld-term evaluation to assess 
The effect~veness, timeliness and 

appropriateness of the processes that IMSSA's 
Project Management Un~t (PMU) has put In 
place for grants making and management 

The effectiveness and appropr~ateness of 
IMSSA's plannrng for, and implementation of, 
trarning for sub-grantees and ~ts  own capac~ty 
build~ng 

The extent to which the capac~ty budd~ng 
provided has assisted the sub-grantees In 
impiementrng thelr programs under the umbrella 
grant 

The degree to whlch the program IS likely to 
achieve impact in establishing and bolsterlng 
conflict resolution mechan~sms at community 
level 

a Phase I Design and Document Review 

Phase 2 Data Gatherrng and Val~dat~on 

Phase 3 Analysis and Reporting 

IMSSA Mid- Term Evaluation Workplan 



Phase I Design and Document Review 

I ACTIVITY 
( Introductory meetrng 
between cl~ent and team 

Workplan development r- 
Confirmatron of 
Methodology 

Document Revrew i 

METHODOLOGY 
Group Discussron 
between team of 
evaluators, CAI1 and 
IMSSA 
Group planning session 

Group drscussron 

Desrgn of sub- 
sectrons of the 
instrument by 
rndivrdual evaluators 
G r o u ~  consolrdatron 

0 Reviewrng of all 
docurnentatron by 
each evaluator 

CAI l 

Evaluatron Team 

Evaluatron 

Team Leader 
Evaluatron Team 

Evaluatron Team 

-- 

17 March 1998 

18 March 1998 

18 March 1998 

19 March 1998 
20 March 1998 

19-20 March 1998 

OUTPUT 
o Clear understandrn! 

of the evaluatron brre 
o Handrng over of 

documentatron 
e Workplan outlrnrng 

approach, actrvrtres, 
trrneframes and 
out~uts 

Conceptual 
framework formrng tt 
bass for instrument 
desrgn 
Workplan documen 
Evaluatron 

rnstrurnent 

e Crrtical Issues and 
areas of rnvestrgatror 
reflected In the 
rnstrument desrgn 

IMSSA  MI^-~erm Evaluation Workplan 



Phase 2 Data Gathering and Validation 

ACTIVITY 
Data Gathermg from 
Donor ~ g e n c y  and 
Grantee 

Data Gatherrng from 
Sub-grantees and 
beneficiaries 

METHODOLOGY 
Prelrmrnary 

interviews wrth key 
personnel In USAID, 
IMSSA, CAI1 
Sourcrng of 

add~tronal material 
Face-to-face 

intervrews wrth key 
personnel In nrne sub- 
grantees, rdentified 
beneficrar~es and 
relevant stakeholders 
and two organrsatrons 
wrthdrawn from 
process 
Telephonic 

intervrews wrth some 
benefiaar~es to 
validate mforrnatron 
gathered 

Sourcing of 
addit~onal materral 

RESPONSlBlLTY 
Yves Wantens 
Glenda White 

Evaluation Team 

/JY IMSSA Mid-Term Evaluat~on Workplan 

TIME FRAME 
23-27 March 1998 

23 March -27 March 

OUTPUT 
Preliminary rnformation 
gathered from donor 
and grantee 

Detarled rnformation 
gathered from sub- 
grantees and 
beneficrarres 





05107198 

Phase 3 Analysis and Reporting 

I for Frnal Report 

research findrngs for 

report 

Edrtrng and layout of 
final report 
Submrssron of draft 
re~ort  
Comments recerved 
from PMU and CREA 

METHODOLOGY 1 RESPONSIBJLN I TIME FRAME . -. - . - . - - - - - . 
I 

Sectrons wrrtten up by 1 Evaluatron Team 1 6-7 Aprrl 1998 
rndrvrdual evaluators 1 

Evaluat~on Team 

collect~vely synthesrse 
findings and 
recommendatrons 

lndrvrdual sectrons 
synthesrsed rnto format 

Team Leader 

7 Aprrl 1998 

for draft report 
Group drscussron to Evaluatron Team 

Team Leader 10-1 3 Aprrl 1998 

Team Leader 

OUTPUT 
lnformat~on gathered 

14 Aprrl 1 998 

Team Leader 

durmg Phase 2 
consolrdated rn wrttten 

20 Aprrl 1998 

form 
Sectrons submrtted to 
team leader for 
consol~datron 
lnrt~al draft report 

Clear understandmg 
of the overall findrngs 
of the evaluatron 

ldentrficatron of any 
poss~ble follaw-ups 
required 
Agreed upon 

recommendatrons 
Draft report 

Draft report 

Detarled comments 
about the draft re~ort  

4 IMSSA Mid-Term Evaluation Workplan 

m n a m ~  



ACTIVITY I METHODOLOGY I RESPONSIBILN 
Consolrdatlon of final 1 G r o u ~  dlscuss~on, ~f I Evaluation Team 
report 

Report 
Presentatmn of Frndmgs 

necessary, to address 
issues raised through 
the comments 

Summarrsed 
presentation of findings 
and recommendatrons 
to IMSSA, CAI1 and 
USAID, sub-grantees 

Team Leader 

Ed~t~ng and layout 

Evaluatron Team 
Team Leader 

Team Leader 

30 April 1998 
organrsatrons involved 
In evaluatron completed 

24 Aprd 1998 Frnal Report 



IMSSA MID-TERM EVALUATION PROCESS - Aprd 1998 

REPORTBACK TO STAKEHOLDERS 

30 Aprri 1998 

Wilgesprurt Fellowshrp Centre 

Attendees Representatives of USAID, IMSSA, PMU, CAII, subgrantees 
Representatives of the evaluatron team - Glenda Whrte and 
Shaun Samuels 

A presentation on the m~d-term evaluat~on was provided by the evaluat~on 
team, and IS attached as an annexure to thrs summary 

Drscuss~on on the report and the presentatron was divlded for purposes of 
convenrence rnto two sets of lssues 

1 lssues to be Incorporated by the evaluators rnto the final report 

2 lssues to be taken fonvard and addressed by the PMU and sub-grantees 

I lssues to be ~ncorporated by the evaluators into the final report 

The evaluators were asked to address pornts reiatmg to the foilowmg areas rn 
the report 

The rnstrtutional assessment tool 
The IDRS 
The drstinct~on between trarnmg and technical assrstance 
The revwon of workplans 
The content of the executive summary 

Adjustments have been made accordmgly 

2 lssues to be taken forward and addressed by the PMU and sub- 
grantees 

Rev~s~on of workplans 

It was agreed that the process of revlsrng workplans should not be one 
rnvolvrng a great deal of t~me and effort and should rather be carried out by 
each sub-grantee, accordrng to ~ t s  rndrv~dual needs it should not result in 
dlsruptron of programmes, but rather be a value-addlng exerclse that wrll 
ult~mately result in better ~mpact for beneficrar~es The reassessment of 
tra~nrng needs and technical asslstance should take place In thrs sprnt as well 
In addltron, care should be taken to reflect the drfference between tra~nmg 
needs and technrcal asslstance requ~rements of sub-grantees 
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o Development of tools for rnonitonng performance 

The role of CAI1 in developing tools for use by sub-grantees needs to be 
further clarified Sub-grantees should jomtly decrde whether or not they want 
one standard set of tools, or rather want to develop therr own tools and 
systems 

It was emphasrsed that the database should only carry project specific 
mformat~on and not duplicate mformation that ~t stored elsewhere 

It was agreed that the PMU should play some kind of co-ordmatmg role in 
terms of quahty assurance and the sharmg of mformatron However, rt was felt 
that a role too strongly d~rectlve would impact upon the functionrng of sub- 
grantees and that th~s was not des~rable Further drscussrons rn th~s regard 
would have to be undertaken S~m~larty, the PMU's role In asssting 
organ~satrons w~th developmg strateg~es for sustamab~lrty would have to be 
clearly defined 

The extent to whrch ~mpact can be assessed was d~scussed at length It was 
felt that some form of ~mpact In terms of confllct resolution should be 
measured but that thrs needs to be carefully defined and the approprrate 
mformatlon-gathering tools put in place now it was decrded that evaluat~on 
issues should be placed as a standard agenda item for Project Manager 
Meetings 

Attentron should also be placed on the manner in whrch the conflict resotution 
comrnun~ty as a whole has engaged with the umbrella grant, the extent to 
wh~ch they thrnk rt has been successful and the manner In which ~t has raised 
the profile of the South African confl~ct t-esolut~on commun~ty as a whole 

The meetrng concluded w~th sub-grantees bemg inv~ted to contact the 
evaluators with any add~t~onal points that they w~shed to rase 
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Outline of Brief 

To assess performance wlthm four broad areas: 

Effectiveness, timeliness and appropriateness of the processes that 
IMSSA's PMU has out in dace for want-making and management 

a Effectrveness and appropriateness of IMSSA's plann I ng for, and 
a a 

~mplementatron ot, tra~nrng tor sub-grantees and i t s  own capacity 
L budding 

The extent to wh~ch  the capacity burldmg provrded has assisted the 
sub-grantees rn I mplementi ng programmes 

b The degree to which the ~rogramme is  lrkelv to achreve im~ac t  in - V 

establrshlng conflict resoiution mechanisms ' 

















Monitoring and evaluat~on core component of programmeo 

Database in the process of bemg final~sed 

RECOMMENDATION 

Database should be opnatronalrsed to ensure easy access, 
approprrate data frames, rnformatron on TA and trarnrng , materrals 
development, benefrcrarres captured, as well as qualrtatrve data 

M&E not clearly mtegrated rnto programme 

RECOMMENDATION 

Project monrtor to be appornted as soon as possrble 

IDRS not mvolved M&E to date 

RECOMMENDATION 

Mechanrsms put in place for CAI1 to monrtor lDRS 

















L Other Impact Issues 

Assessment of umbrella approach on sector, w~ th  srm~lar and 
diss~mllar programmes 


